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This project will examine the relationship of economic development stage, 
national culture and corporate culture with marketing decision making styles. The 
results will, hopefully, lead to a better understanding of the dynamics between the two 
and improvement on the management of marketing activities in Greater China. 
Greater China, a market with the greatest potential in the next century, also 
poses the greatest challenge to companies wishing to establish strongholds as the first 
entry. Many multinational companies are still in the transition stage of using Hong 
Kong or Taiwan as the strategic springboard to enter the mainland China market. 
There are still ample opportunities for the smart player to be the first in many 
potential areas. Everyone has to get through the first hurdle by setting up the right mix 
of system and people skill. 
Hong Kong, Taiwan and mainland China are all Chinese societies but have 
gone through different political and economic changes in the last forty years. Each 
place could have nurtured a new generation of managers who behave differently as 
conditioned by their culturalization process. 
With a better understanding of the forces behind the management process, one 
could formulate the organizational structure strategy to get optimal combination of 
local and foreign management members. Interpersonal conflict, power struggle , 
ineffective decision making process and execution are often caused by mismatch of 
top management people from outside with the local team in China. As a MNC, this is 
the first trap to avoid in the initial entry to China market. 
This project has identified paradoxically, managers in China tend to be 
stronger in individualistic tendency despite the surrounding communist environment. 
To manage the process of building up local succession on marketing management, top 
managers posted from other Chinese societies should have collective inclination and 
team approach preference in order to be successful. On top of these basic qualities, the 
effective management of the critical marketing decision process in China should also 
provide means and channels for local managers to express more freely their decisions 
and support reasons. They tend to be more subtle in the dimension of decisiveness. 
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1.1 The concept of Greater China and its significance 
Multinational companies wished to penetrate the mainland China market, have 
in the last five yeas, begun to plan and manage this region by the concept of Greater 
China in mapping out the territorial boundaries. This involved cross country 
coordination and cooperation in key areas of management including marketing. As a 
result, the management of and adaptation to cultural differences becomes a critical � 
success factor in establishing effective organization to support effective marketing . 
The objective of this project is to study the impact of national culture, economic 
development and corporate culture on marketing management. Insights gained from 
this study are expected to help the formulation of effective organization strategy for 
marketing management in this region. 
Mainland China began its economic liberalization policy from 1978. Now, 
after 15 years of trial and error, the economic outlook for the next decade is 
optimistic. There are also predications that China will emerge as an economic 
superpower. Associate with the growth of China, the concept of Greater China 
gradually emerged in the early 1990’s. It is a geographical concept embracing 
mainland Hong Kong, Taiwan and China which are essentially Chinese societies of 
the same cultural descend. 
Today, this concept has been taken on by many of the multinational companies 
(MNC) as a boundary reference in terms of marketing management, regional 
coordination and management reporting to headquarters. Its consolidation has great 
implication on the management activities in Hong Kong, Taiwan and China 
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especially in mobilizing the support resources from one country to another. At the 
top level managers often have to decide strategic issues of how to lay down the 
framework and principles to develop the organizational capability in order to enhance 
their regional competitiveness. 
In the last five years, multinational consumer products companies like 
Unilever, P&G, Kao and Johnson & Johnson, etc. all faced the same challenge in 
working out strategy for the potentially largest market in the next decade. 
1.2 Greater China Regional Strategy of MNCs 
Today, being successful but confined to individual countries without 
integration is no longer sufficient in the next decade. Long term success in the region 
will depend on how well these three places are integrated to create effective 
organizational structure to support and expand market share for profit growth. 
Local markets are linked within the region where competitive strategies are 
formulated. Typical examples are that P&G, Johnson and Johnson, Unilever, Nestle, 
Warner Lambert, R.J. Reynolds and other major consumer products companies have 
already treated Hong Kong as a part of the southern China market rather than a 
distinct segment in long term strategy formulation (e.g. brand image building, 
distribution logistics and advertising). 
Within the region, top managers (eg. MD, Directors of Marketing, Regional 
VP, Regional Sales Development Directors, Senior Marketing Manager, Director of 
Operations) will coordinate to determine competitive positioning, product mix and 
capital investment. 
The Cultural Challenge 
The move towards regional competition brings with it significant changes in 
the tasks and responsibilities of both home countries (e.g. USA, UK, Netherlands) and 
subsidiary managers in the Greater China region. An example of new critical task is 
the need to develop a pool of marketing talents of this region to ensure the continuous 
supply of managerial staff with cross country experience in view of the rapid market 
expansion and high turnover rate. For some companies, this type of regional 
development program, after five to six years, is beginning to produce results. 
However, for many companies, the organizational obstacles are still extensive. 
Behind these obstacles is the complex relationships between cultures which can be 
broadly classified into national cultures and corporate culture for the purpose of this 
3 
project. It is a tough challenge for MNCs in managing cultural differences to achieve 
effective integration of marketing team members . 
、 
1.4 Culture and Management 
1.4.1 Corporate Culture 
Corporate culture, in a broad sense is a version and vision of how corporate 
officials would like their organization to appear and manage. It implies both 
differences and similarities. Within a company, it means something in common 
throughout the way it manages its business and employees. This common way, 
however, will also distinguish it from the otljier companies. 
1.4.2 Corporate Culture and Managerial Value 
Managerial values are a combination of basic personal value and acquired 
values derived from the managerial role in formal organization. One of the 
distinguishing features of managerial value is the sense of commitment (could be 
strong or weak) to the organization values which usually contain essential elements 
like profit, growth and survival . This commitment will be reinforced by rewards 
from the company in form of security, prestige, personal growth, advancement and 
social interaction. Parallel to this, the company expects from the manager a certain 
standard of performance and behavior. 
The managerial value of the individual and the value of the organization will 
influence the entire process of decision making through : 
A : Perception of situation & problem 
B : Perception of individual & company achievement and success (e.g. 
different weight on monetary & non- monetary success) 
C : Perception on power sharing distribution 
D : Perception on control freedom and flexibility 
E : Acceptance and rejection to organizational pressure and goals (market 
share, profit as measured by different indexes) 
F : Perception on effect of interpersonal relationships on decision process -
exercise of formal and informal relationship. 
This process will form part of the dependent variables which will be examined � 
in the context of marketing management. They are further transformed and defined � 
into dimensions of team work, rationality, decisiveness and formal/informal. 
MNCs corporate culture can be in the form of being homogenized, centralized 
with strong domination from the headquarters. Controls of the subsidiary branches 
are firmly in the hands of headquarters, subsidiaries activities throughout the world 
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are quite similar, with managers and staff all share the corporate aims where local 
practices and policies are miniature reflections of the headoffice. 
However, in recent years, MNC tends to favor more of the heterogeneous 
policy in incorporating cultural differences. This is the result of almost ten years 
experience of cultural shock and the growing strength of the forces of localization. 
Nowadays, the heterogeneous, or decentralized (or weak cultural force) becomes the 
more popular mode of MNC's operation in transmitting their cultural influences, 
especially to the Greater China region . Under this approach MNC's will operate in a 
decentralized mode, building on the cultural differences and knowledge from different 
countries and transcend them together in pursuit of common goals. 
Corporate culture , together with national culture and stage of economic 
development listed in the next section, will form the independent variables of this 
study • Their impact on the dependent variables will be studied through personal 
interviews held with the marketing staff at different levels from the three cities. 
Following this line of thought, Chapter II will first outline the country 
background of these three places by showing the social economic information and 
highlights on their cultural characteristics. In Chapter III, company background and 
management style , especially the decentralized approach will be elaborated. 
Chapter IV and V will consolidate the discussions in the previous chapters 
into dependent and independent variables of this study with methods analyzing their 
relationships. 
Results and findings are covered in Chapter VI. Chapter VII will, base on the 







2.1 Hong Kong 
The dominant ethnic group is Chinese with sixty percent of the population 
were bom here and thirty-four percent from China. Hong Kong's popular dialect is 
Cantonese as its street language. In many respects, British Hong Kong has surpassed 
even the most advanced western countries in modernity, while retaining traditions 
abandoned on the mainland • Listed below are the key social economic data on Hong 
Kong. 
Table 2-1 
Hong Kong Economic Indicators 
Hong Kong 
GDP (Expenditure Base) * 5.5 
Inflation Rate * 8.5 
Real Economic Growth Rate 5.7% 
Household Income/month # US $3226 
Average Family Size (1994)¥" 3.4 一 
Mean years of schooling ** (8.6-5.4) 
TQ 
Source : * United Nations: Economic & Social Survey of Asia & the Pacific Feb. 1994 
* * Hang Seng Consumer Price Index Report, September 1994 
# General Household Survey Quarterly Tabulation for Jul.-Sept. 94 and Censure 
& Statistics Dept. 
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2.2. Taiwan /Taipei 
Taiwan has a population of 20.9 million, which grew a mere 0.92% in 1993. 
The population is almost entirely Chinese in origin, including 2 million mainlanders 
who came to the island 1947-49 and the remainder are the "native Taiwanese" who 
are the descendants of migrants from China between the 17th and early 20th. 
US and Japan are the predominant foreign influences in Taiwan. This 
influence is reflected in the management style and culture of local Taiwanese 
companies, which are similar to Japanese style. In contrast, western international 
company introduced a very different management style and culture which gradually 
establish new work ethic in younger generation. 
In terms of social value, there are two layers: superficial layers, which have 
been strongly influenced by western values such as aspiration, individuality, status 
symbols and consumerism, and the core/inner layer, which remains traditionally 
Chinese, Confucianism, family togetherness, cooperation/stability, and face 
conscious. 
Taipei is the nation's capital, with a population of 2.7 million and density of 
nearly 10,000 people per square kilometer. Like majority of the capital cities in the 
world, Taipei is the center of business, information, and fashion. Taipei has a bigger 
population of middle class residents than the rest of the country. The cultural psyche 
and the social value in Taipei are similar to those of other cities, although Taipei leads 
the change. This is because Taiwan is a small island and the information is 
transferred, e.g. same TV and newspaper network quickly. 
Table 2-2 
Taiwan Economic Indicator 
“ Taiwan Taipei 
Population 20.9 million — 2.7 million 
GNP (1993，per capita) US $ 10,566 - — 
Economic Growth Rate 5.8 % -
(1994) 
Inflation (1994) 3.5% 
Average Personal Income US $10,200 US$12.000 
per annum 
Literacy Rate 92% -
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2“3 China/Shanghai 
After almost 17 years of economic liberalization policy ( since 1978)，China 
has nurtured the rise of consumerism and moved to the direction of consumer-driven 
market economy. The Communist Party have and will continue to make great impact 
on the China culture. This party basically objects traditional cultural practices and the 
Cultural Revolution had eliminated a significant part of it. Now it is more concerned 
with economic affairs and allows the gradual coming back of some traditional 
practices ( e.g. reopening of some temples and allow for worshipping of super 
natural beings) 
Total population reached to 1.2 billion (as of Feb. 15, 1995, announced by the 
government). China is the second largest consumer market in Asia after Japan with a 
total retail sales of consumer goods reached RMB¥ 1,223.7 billion (US 215 billion) 
About 47% of China population (474 million) concentrate in the coastal provinces 
spreading from Liaoning to Guangxi and Hainan. 
There are more than 30 cities in China that have an urban population of over 1 
million. Large ones include (only the registered metro-city people; if the unregistered 
floating population is added, an estimated of 30%-40% will have to be added to the 
following figures): 
Table 2-3 
Population in major cities in China 
City Population, Million Population, Million 
(Registered) (+ Transient) 
Shanghai 7.9 12-13.4 
Beijing 7.1 11 
Tianjin 5.9 7.5 
Shenyang 4.6 6 
Guangzhou 3.7 5 
Wuhan 3.8 5 
In 1993, 58.6% (RMB¥ 718 billion) of the total national consumer goods sales 
(RMB¥ 1224 billion) was done in the urban cities. The coastal provinces (Liaoning, 
Hebei, Tianjin, Shandong, Jiangsu, Shanghai, Zhejiang, Fujian, Guangdong, Guangxi 
and Hainan) accounted for 53% (649 billion) of country's total retail sales and with 




Retail Sales Growth in Shanghai, Guangdong and 
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China/ Shanghai Economic Indicators 
一 China Shanghai 
Population 1.2 billion 7.9 million 
GNP per capita US $ 470 -
Real Economic Growth Rate 10.2% -
(1994) 
Inflation (1994) 23.5 % ~ 27.5 % 





COMPANY BACKGROUND AND MANAGEMENT 
STYLE 
3.1 Johnson & Johnson Corporation 
Headquarted in New Jersey, USA, Johnson & Johnson Corporation has been 
in business for a hundred years. By 1994, J&J has branches over 150 countries and 
81,000 staff worldwide. Business is divided into three major divisions of : 
Consumers, Medical and Pharmaceuticals. Each is headed by a divisional group 
chairman reporting to the CEO. Depending on the size of market in each country, 
these three divisions could be managed by one country manager or separately by three 
managing directors reporting to the regional vice president. In the 1980's, J&J 
adopted a “ Decentralization Policy" in managing the business worldwide. Each 
country is given good freedom in deciding their range of product mix, marketing 
strategy and price. The common control is financial reporting where strict standards 
and policies are maintained. 
In marketing management, the major source of guidance is in the form of 
Market Fact Book developed and distributed by the headquarters. This book contains 
information on positioning guidelines, product attributes and other research results 
done in the home market. Each country could develop their own marketing 
programme. Some country with R&D facilities could develop their own local product, 
but formulations must be tested and approved by headquarters. 
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3.1.1 Johnson and Johnson (Hong Kong) Ltd. -Consumers Products Division. 
Before 1972^ Johnson and Johnson ‘s consumer products were distributed by 
Swire Loxley Ltd. Johnson and Johnson (Hong Kong) Ltd. was set up in 1972 with 
direct support from the Johnson and Johnson headquarters . In the early days until 
1991，the three major products divisions: Consumer, Medical and Pharmaceuticals 
were managed by one managing director in Hong Kong. Being essentially a marketing 
and sales organization in Hong Kong, the Consumer Products Division is responsible 
for the famous Johnson and Johnson baby lines. 
In 1992, the three divisions were restructured and managed separately by 
individual heads ( managing director or general manager) each reporting to their own 
regional vice presidents. After this, major communications and controls between 
Hong Kong and the headquarters are done through the regional vice president who is 
responsible for the regional bottom lines and profit contribution. He will interpret 
worldwide policies and adapt them according to regional conditions and approve 
country deviations. Each country could communicate directly with the relevant 
support section in the headquarters on technical support and special management 
improvement programs. The Hong Kong managing director could make final decision 
on local marketing program and the regional vice president will support inter and intra 
regional coordination and cooperation . Tight control is maintained in financial 
management and reporting where the financial director has direct access to the 
worldwide director of finance in the US headquarters. 
By 1995, the Consumer Products Division has four major product groups. 
They are: 
• Baby products (skin care products) e.g. baby shampoo, lotion 
• Oral care and hygiene products e.g. Reach toothbrush, dental floss, Reach 
mouth rinse 
• Feminine sanitary care and protection e.g. Carefree, Stayfree 
• OTC (over the counter medicine) products e.g. Tylenol, Salvon 
The total sales of the Consumer Products Division reached HK$210 million in 
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Note: A new approach to cross functional cooperation on promotion budget 
management was developed in 1994. The Marketing Department developed and 
monitored the annual promotion budget expenses. The Sales Department was fully 
consulted and informed on the figures. The Sales Department had an almost equal 
influence on the amount and schedule of promotion expenses with no figures or 
'buffer' being hidden by the Marketing Department. Natural conflict between 
Marketing (wanted more advertising) and Sales (wanted more promotion) was 
reduced to a minimum. 
3.1.2 J&J (Taiwan) Ltd. 
J&J entered into Taiwan market in 1973, operating as trading company. In 
1977, the factory was built and started to produce sanitary napkin and talcum powder 
locally. Now, all the products marketed are locally produced. 
As part of J&J decentralized feature of managing its international business, 
local managers have great freedom to develop their own marketing strategy and 
marketing mixes. However, this freedom is not necessary applicable to product 
development. 
12 
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3.1.3 Shanghai Johnson & Johnson Company Ltd. 
The company is a joint venture operation between Johnson and Johnson 
International, a direct subsidiary of Johnson and Johnson Corporation US and 
Shanghai Hygiene Supply Work, a unit within the Shanghai Pharmaceuticals Bureau. 
Band-Aid is the only product produced and marketed. Required by the joint venture 
enterprise sales regulation, 70% of production is for export market and 30% is for 
local distribution. 
Production commenced in 1990. The initial strategy of the product was 
targeted at the institutional channels like government hospitals, clinics and clinics of 
large national corporation. National or official distributors played a more significant 
role in market coverage until 1993 when the company was ready to market the 
product by the consumer products approach. 
During the start up stage in 1991 to 1992 Shanghai Johnson and Johnson 
received extensive support from Hong Kong and Taiwan in marketing and human 
resources management. Senior managers were posted from these two countries to 
assist in the start up preparation by setting up the basic systems and procedures until 
full time positions were in place by 1993 .These positions ( Managing Director and 
Marketing Director ) were taken up by managers posted to Shanghai from Hong 
Kong and Taiwan. 
The organization structure of Shanghai Johnson and Johnson marketing and 
sales divisions are as follows: 
13 
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Started with Band-Aid, Shanghai Johnson and Johnson began to develop line 
extensions of smaller consumer pack, new design to attract children (junior pack with 
Disney cartoon characters) by 1994/1995. Parallel with the distribution oriented 
system, Shanghai J&J began to invest and move on to the more consumer marketing 
approach to tap on the much wider average consumer market. With its production 
based in Shanghai, Shanghai J&J has instant and direct access to plan and coordinate 
new product development. 
‘12. Unilever 
Unilever, the world's largest provider of daily consumer products, not only has 
a strong organization of, hundred years history, but also has an extensive territory 
with over five hundred branches in 75 countries. Employees worldwide totaled more 
than 28,000. There are two parent companies, Lever Brother Soap Company, in 
England, and Unie Margarine Company, in Holland, the two companies operate as 
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nearly as is practicable as a single entity. The greater part of Unilever's business is in 
branded consumer goods, primarily foods, detergents and personal products. Its other 
major activity is in specialty chemicals. 
Enjoying resources while respecting cultural differences is characteristic of 
Unilever's business philosophy. However, in recent years Unilever gradually tightens 
its central control on international brand mixes to achieve unanimous global brands. 
As a result, local companies have little room to modify the international mix. 
In terms of world wide people development, Unilever has middle/senior 
managers' expatriating and junior managers' regional/international Star Track 
Program ( A Unilever international human resources program ) are ways to establish 
the Pan-Unilever culture across all its branches in the world. 
Unilever China and Hong Kong are grouped together as Greater China under 
same Chairman. Both Taiwan and Greater China report to East Asia Pacific Regional 
Director. 
3.2.1. Unilever Hong Kong 
Unilever Hong Kong operation is more like a trading company with marketing 
department. The products they market are toilet soap, shower gel, shampoo, skin care, 
fabric softener and tea. All products are imported from China, Europe and America. 
Like other Hong Kong companies, Unilever Hong Kong has high turn-over 
rate in marketing department. As a result, average years of service in the company, in 
particular marketing department are less than three years. For the recent five years, the 
marketing department has been led by expatriates from Europe and USA. 
TJnilever (H .K .�Ltd 
• f \ 
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3.2.2 FUIC/Unilever Taiwan 
FUIC (Formpsa United International Corporation) began in 1967 with single 
product line - fabric wash powder. In 1984, Unilever bought the company and started 
to introduce western management concept. Before Unilever took over the business, 
the company had enjoyed leading position in fabric wash, toilet soap and dishwasher 
market. Afterwards, Unilever helped FUIC entering into hair care, skin care and 
ready-to-drink black tea business with great commitment. Currently, FUIC enjoys 
leading position in all categories it operates with the exception of hair care. 
Culture in FUIC is mixed with traditional Chinese and western. There are 
substantial subculture in different divisions. Among all, marketing and sales represent 
two extremes. Sales division is led by a local sales controller, who has been in the 
company over 25 years, and majority of the salesmen were trained and groomed up in 
FUIC before Unilever took over the company. As a contrast, marketing division was 
founded by a typical Unilever senior marketer in 1984 and continued being led by 
European controllers up to present. 
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3.2.3 Unilever China 
Unilever entered into China market in 1986. The first joint-venture is 
Shanghai Lever producing Lux toilet soap. Three years later, Unilever started another 
joint-venture, Lever Pond's undertaking skin care business. In the recent five years, 
Unilever established another five joint-ventures running the business of edible oil 
(1990), fabric wash (1993), toothpaste (1994), tea (1994), and ice cream (1994), 
respectively. 
In all joint-venture, Unilever has fixll control over marketing process and its 
Chinese partners have great influence on sales and personnel issues. Almost all senior 
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and middle Lever marketers are expatriates. They are mainly from Taiwan and Hong 
Kong and some from Europe. Local marketers are fairly green with at most 2-3 years 
experience. 
、 
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- H .Tanssen Pharmaceuticals Ltd. 
Janssen Pharmaceuticals Ltd. is founded by a Belgium scientist Dr. Paul 
Janssen in early 50,s and later acquired by Johnson & Johnson (USA) in 1961. It is 
the most profitable pharmaceutical companies acquired by J&J . Janssen 
Pharmaceuticals contributed over 50% of the group profit in 1991 . I t has production 
plants all over the world and has sales & marketing offices in more than 30 countries. 
The company headquarters is in Beerse , Belgium. It has a very close link with its 
parents company J&J. A number of J&J (U.S.) top executives were transferred to 
Beerse since September 1991 when Dr. Paul Janssen retired from his chairmanship. 
They are mostly of financial background and institute a tight control on the global 
sales and profitability. 
In Beerse，Janssen operates an international marketing department for both the 
ethical ( prescription drugs ) and OTC ( over the counter drug ) products. The OTC 
division was formed with only a short history ( since 1988) . They serve to provide 
key information like product attributes, international marketing platform, and 
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coordination on marketing activities from a global stand-point. The marketing 
message is normally conveyed through the Product Fact Book System and Updating 
on the International Marketing Platform. International OTC Product Managers 
Workshop is organised once a year except for major global launch where the 
frequency may increase. There are little disturbance on the local marketing activity by 
the headoffice, they act as a consultant. 
Janssen Hong Kong and Taiwan are grouped under the same regional director 
based in South Korea. The regional director, a Korean Chinese keeps a very close 
touch on the market. Twice in a month, he visits the countries of his territory and 
works closely with the local management • He has been described as a rather directive 
type of person. 
3.3.1 Janssen Hong Kong 
The company ranked number ten in 1994 according to the HK Association of 
the Pharmaceuticals Industries (HKAPI) Annual Survey. It is a sales and marketing 
operation and sources majority of its product from Belgium, Switzerland and Taiwan. 
Being a small operation, its Division Manager has an additional role to take care of 
business development in southern part of China : Guangzhou . 
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3.3.2 Janssen Taiwan 
Janssen Taiwan spin off from J&J (Taiwan) in late 1980's and become 
independent as a company with production, sales and marketing . The company ranks 
no. 10 in the imported pharmaceuticals companies in 1993 . The ethical side of the 
business has been stagnated since early 1990's. It is the objective of the company to 
expand its OTC-market potential in addition to its new ethical product launches. The 
initial success was seen in the launch of Nizoral Anti-dandruff Shampoo. 
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3.3.3 Janssen Xian 
Janssen Xian has been present in the China market for over 15 years. The 
production plant was in operation since the beginning of 1988. In early 1990 , the 
dispersed sales and marketing team was loosely formed in Xian, Shanghai, Beijing 
and Canton under the leadership of Mr. Albert Yeung- Sales & Marketing Director 
who was later transferred back to Hong Kong in 1992. During the period, the 
promotional strategy of most of the ethical product were promoted as if they were 
consumer products with media advertising and consumer programmes (due to the 
local drug reimbursement system and no strict advertising act to control advertising of 
pharmaceuticals). 
Janssen Xian is a pioneer in consumer marketing of ethical pharmaceutical 
product in China. It has invested heavily in media advertisement and sales promotion 
effort to doctors, i.e. employing the “ Push-Pull Strategy “. 
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Since 1992, the company's headoffice is situated in Beijing where the 
President -Mr. Jerry Norskog and the marketing department are centralized . There are 
regional sales office in each major cities. The company has performed very well 
among all the foreign pharmaceuticals company. Currently, it ranks top in absolute 
profit among the pharmaceutical JV in China. 
The marketing team of Janssen Xian is based in Beijing . There is no 
marketing office in each major city like Shanghai or Guangzhou. There are layers in 
the marketing team and the decision is not normally made by the local staff since they 
are still in the process of being trained to be marketers as mentioned by the President 




4.1 Design and Approach 
Given the complexities of cultural impact on marketing decision, this project 
will first aim at, finding what are the complex processes involved in different levels of 
the marketing organization in arriving at programmes and decisions delivered to the 
market. 
Basing on the earlier discussion and analysis on the marketing decision 
process and the cultural characteristics of the three distinct 'Chinese Societies', this 
project will attempt to develop a framework upon which the 'facts and processes' 
identified in the first part will be analyzed by qualitative method to compare and 
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Interpretation STEP SIX 
\ / 
4.2 Procedure and Method 
STEP ONE : Structured Interview 
To track and map the details of the key dimensions of the marketing decision 
making process, the face to face interview (with recording where possible) method is 
used. The method is structured interview guided by a set of questions. These questions 
are grouped around the following key marketing decision areas of : 
• Positioning 




• Brand name development 
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A sample set of these questions is shown as in Appendix 8.2. 
These questions were developed through the following steps: 
• Background research on the process flow models, 
• Discussions with general manager, marketing director, marketing manager, 
product manager and marketing executives of the three companies : Unilever, J&J 
(Consumers products division ) and Janssen Pharmaceuticals Ltd. (The 
pharmaceutical products division of J&J). 
• Brain storming sessions among the team members for the development of the 
questionnaires, 
• Trial interview with 3 product managers, 
• Questions revised and refined, 
• Interview: 
Each interviewer, after getting familiar with the content and the 
sensitivity needed to focus and probe the interviewee, arranged interview with 
respondents in the three localities, one to three interviewers could be present, 
depending on time and place availability. All discussions were guided by the 
pre-set questions and the focus would be on the process, asking for as much 
details as possible to trace the persons, steps, rationale, structure involved. 
Before the interview, respondents were fully briefed about the purpose and 
focus of this discussion. The interviews are recorded in the form of tapes and 
written contact reports. 
STEP TWO : Analysis and separation of dependent and independent variables 
The analysis was done by grouping members together i.e. 1) Grouping the 
interviewees by cities (Hong Kong Group, Taipei Group and Shanghai Group), 2) 
Systematically isolate the independent and dependent variables in each group. The 
analysis was guided by a framework developed from discussion in section above on 
the impact of culture on decision making. This framework is conceptualized as in the 
model on page 23 . 
STEP THREE : Content analysis to identify market maturity, corporate culture and 
national culture 
STEP FOUR : Analysis of contact report and tapes to trace presence of dependent 
variables 
• Content analysis and make comparison with all the process collected through 
interviews 
• Compare and contrast along the different management styles 
STEP FIVE : Findings and results 




5.1 Model of Analysis 
The overall analysis flow process as shown in Table 4.1 of page 21 is 
governed by the earlier discussion on impact of culture on decision making. The 
dynamics and relationship among these variables can be represented by the following 
concept model: 
Model of Marketing Decision Making 
^ ^ National Culture 
Harmony 一 
/ y Z — X 
Z ^ ^ Confucianism 
y / ^ ^ Corporate Culture 
/ Filial Piety Unity offamilX 
/ / Development Stage \ \ 
/ y l i cen t ra l i za t io ry / , 一 ^ ^ ^ ^ Central 丨 z a t i o n \ \ 
/ / / Individual Personality \ \ \ 
• / A 3 _ 。 n ^ ^ ~ ^ 一 \ \ \ \ 
/ / / Teamwork \ \ \ 
Regulation / Decisiveness \ 
Rationality Economics 
Trust Hardworking Formal / Informal 1 Ability 
\ \ \ \ . / / / /individualistn/ 
\A \乂：乂 / / / 
\ \ Political Values of / / 
\ \ Merchandising / / 
\ \ /aatus Symbols / 
\ 一 乂 / 
\ Reciprocity ^ ^ / 
一 一 Diligence 
Value of life 一 一 一 ^ ^ 
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To trace the relationship of cultural background and decision making, the 
development stage, national and corporate culture of each location/ country are 
isolated as independent variables. The four management styles will be isolated as 
dependable variables and the intensity of their presence and their impact on the 
decision process will be the subject of study. The following cultural dimensions are 
identified as dependent variable i.e. Rational/Irrational, Formal/Informal, 
Decisiveness/Indecisiveness and Teamwork . The other variables such as behavior and 
individual personality are treated as non-relationship factors influencing the decision 
making process. 
5.2 Independent Variables Analysis : 
5.2.1 National Culture Analysis 
Descending from the common core of Chinese cultural heritage, these three 
places display different magnitude of strength in the elements that make up the 
Chinese national culture. These elements are listed and described as follows : 
Confucianism: The traditional cornerstone of Chinese way of defining the 
family relation, authority of the ruling class, bureaucracy and 
the common class. Respect of senior generation and 
importance of education are also key behavior standards. 
Unity of family : Derived from Confucianism, family form the most basic units 
of the social fabric. Relationship within the family is governed 
by parental authority and respect. Respect and recognition are 
associated more with position and seniority rather than acquired 
ability. Achieving unity of family is a symbol measuring ones 
success in managing a social unit and ability to take on more 
responsibility. Family breakup is a sign of failure. 
Filial Piety : Respect of senior and older generation. A system of social 
relationship standard governing the behavior of younger 
generation. A heritage descend from the economic need of old 
traditional agricultural society. 
Harmony : A derivative of Confucianism which avoids confrontation and 
preference for compromising approach in settling conflict. 
Hierarchy : An element in Confucianism where social structure is clearly 
stratified. Each layer has its associated power and authority. 
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Position authority is derived from ones hierarchy in the social 
order. 
Value of life : Fulfillment of social responsibility first in the family, then in 
the ones own social circle and extent to the state is important. 
Ones own identity is derived from the family and state. Key 
value of life is to contribute to family unity and success. 
Reciprocity : The give and take obligation forms a basic standard of social 
interaction among the Chinese. Feeling obliged to give back 
always create network of give and take in the process of 
interaction. 
Status symbol: All the power, authority, image and “ face" that one could get 
from a social hierarchy. 
Diligence : Hardworking and save for the rainy day. 
Risk taking : Not a traditional element, but an attitude associated with 
tendency to act under uncertainty. 
Individualism: The tendency and strength of accepting or rejecting group 
constrain. Collectivism High means high individualism but not 
necessarily means rejecting team work. High means high 
individual identity. 
The result of analysis is condensed and listed below : 
Hong Kong Taipei Shanghai 
National Culture Low High High 
Confucianism L^ Hiih 
Unity offamily Low High High 
Individualism/Collectivism High Low High 
Diligence Low High High 
Status Symbols High High High 
Value of life High Low Low 
Reciprocity Low Low High 
Risk taking Low High High 
Hierarchy Low Low High 
Filial Piety Low High High 
Harmony Low High High 
Though Shanghai and Taipei have a mix of high and low in these 
characteristics, they overall have stronger traits by having higher Chinese 
characteristics than Hong Kong. 
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5.2.2. Development Stage Analysis 
The developmental stage of the three markets can be summarized by the 
following chart: 
A 





^ ^ Development ^ 
Emergence — • Take-Off — • Mature 
The curve above is further elaborated by the table below. This table is 
summarized from the interview recording tapes and the transcription reports. 
Hong Kong Taipei Shanghai 
Consumer Market 
Development Stage High High Low 
Positioning Standardized Lots of No idea 
Research 
Advertising Westernized Westernized Distinct localized 
and mixed and mixed message 
Promotion Consumer Consumer Distributor 
• penetration level 
Pricing Price Price Not price 
sensitive sensitive sensitive 
Distribution Chain stores Major on Major on corner 
Chain stores e.g. shops 
7-11 
Packaging Westernized & Mix of local & Mix of localized & 
environmental westernized products westernized 
friendly products with better quality products 
Brand Name With both local & With both local & Numbers of local 
western brands western brands brands 
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It distinguishes the different maturity stages of the three markets with the 
following key features : 
* Hong Kong and Taipei's consumer market maturity are very close to 
each other with minimum difference but Hong Kong being more 
westernized. 
* Shanghai market has gone through the emerging stage and is about to 
evolve to the take off stage. Advertising still carries a clear distinct 
localized message and style. Distribution is majority carried by comer 
shops with chain stores in the emerging stage. Promotion penetration 
reaches to the distributors' level. 
5.2.3 Corporate Culture Analysis 
To run international business, different corporations adopt different strategic 
approaches. Some give local companies substantial strategic freedom and 
organizational autonomy, whereas others are more centralized in their strategic and 
operational decisions. This will definitely affect the organization, culture and 
decision making process in their local companies. 
As described by Christopher A. Bartlett in his book - "Managing Across 
Borders", Unilever traditionally developed an organizational capability that allowed 
them to be very sensitive and responsive to differences in national environments 
around the world. However, today's keener international competition urges the 
company to change to be more global efficient in terms of cost and transfer of 
knowledge. Therefore, Unilever moves to the direction of becoming more centralized. 
However, the level of autonomy and freedom varies among different local companies 
depending on their historical and strategic position. In China, the high strategic 
priority market, Unilever headquarters play significant role in strategic formation. In 
contrast., its Taiwan subsidiary has higher level of autonomy. Hong Kong receives 
lower level of attention because of its size and the trading nature of the business. 
Therefore, it has the freedom to decide the company strategic direction but no 
resource to do local product innovations. 
In practice, the following table shows how these strategies are transformed into 
marketing actions : 
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Unilever Lux Brand • 
� Hong Kong Taipei Shanghai 
Level of centralization Decentralized Decentralized Decentralized 
of Marketing 
Strategies ； _ _ _ _ _ _ _ _ _ _ _ 
Positioning Glamorous "star" image Glamorous "star" image Glamorous "star" 
directive from head office directive from head office image directive from 
head office 
Advertising * Local decision * worldwide agency * worldwide agency 
* Due to budget appointed by HQ appointed by HQ 
constraint, * Asian star talent chosen * Star talent chosen 
has decided to use by local management by local 
Taiwan's advertisement management 
Promotion Penetration Local decision to make Management has freedom to Local decision : 
annual plan for key react with local tactics Promotional budget 
account and activity plan 
Pricing Local decision Local decision Local decision 
Distribution Local decision Local decision Local decision 
Packaging Local decision Local decision Local decision 
Brand Name Local decision : copy Chinese brand name : local Local decision.: Use 
from Taiwan decision • Use global English global English brand 
brand name name & local 
Chinese brand name 
The corporate culture of J&J is decentralization and having the marketing 
decision pass onto the local management . As the advantage of cost reduction and 
global image become more important，there are regional task forces for each brand 
group to coordinate activities in the region . Oral Care in this instance is headed by the 
Hong Kong Managing Director who collates ideas from the taskforce and formulated 
a set of concept or marketing platform for the respective countries for local adaptation 
or use. 
The table below indicates how decentralization works in the marketing of 
Reach and Bandaid in Greater China : 
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J & J Reach Toothbrush/ Band-Aid 
Hong Kong Taipei Shanghai 
Reach Reach Band-Aid 




Positioning Used local image : “ Clean Used local image : “ Clean Adopted worldwide image 
& Fresh differs from the & Fresh differs from the of wound care product 
technical image from HQ technical image from HQ 
Advertising Used the regional Used the regional No worldwide agency been 
advertising theme/agency advertising theme/agency appointed. Has chosen the 
with local adaptation on the with local adaptation on agency used in H.K. 
talent - Mr. Reach's the talent - Mr. Reach's 
cartoon cartoon. 
Promotion A local decision on what, Promotional budget and Local decision: 
Penetration when, and how the budget activities plan are country Promotional budget and 
and activities plan are specific activity plan focus to 
formulated distributors 
Pricing Local decision: Based Premium image as to Local decision: 30-40% 
upon competitive situation, differentiate itself from the above market price and the 
the cost and the product local generic brand customers' affortability 
attributes 
Distribution Local decision : is driven Local decision with Local decision : Strategy 
by the buyers/ consumer's extensive freedom e.g. which is unique to the 
demand Increase the distribution to channel management in 
chain stores China 
Packaging Followed worldwide Followed worldwide Followed worldwide 
specifications with Chinese specifications with specifications with Chinese 
labels Chinese labels labels 
Brand Name Chinese brand name Chinese brand name Chinese brand name 
developed and decided developed and decided developed and decided 
locally locally locally 
Janssen Xian is a separate entity from Janssen Hong Kong and Taiwan group 
where the later two reported to the area vice president stationing in South Korea. 
Janssen Xian reports directly to headoffice in Beerse, Beligum. Cross cultivation 
among the countries are possible and always happened since H.K and Taiwan share 
the same boss and China is geographically so close to Hong Kong. For marketing 
decision in China, which is distinctly different from the Western world, a lot of 
autonomy is given to the local management and the President, Mr. Jerry Norskog 
takes the lead. 
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The table below further demonstrates the effect of decentralization of 
marketing ethical OTC drug in the three cities : 
Janssen Pharmaceuticals Ltd. - Imodium 
1 Hong Kong Taipei Shanghai 
Level of centralization Decentralized Decentralized Decentralized 
of Marketing 
Strategies : 
Positioning Used the western medicine Used the western Prompt relief of 
image that adopted locally medicine image that diahorrea which is same 
adopted locally as head office 
Advertising Developed own local talent Developed own local Chose advertising 
and theme that matched the talent and theme agency based on the 
positioning statement. proposal and work 
presented. Heavy TVC, 
billboard display and 
e^ 
Promotion Joined promotional plan was Management has Local decision : 
Penetration made with the local freedom to react with Promotional budget and 
distributor. local tactics activity plan facilitated 
by the government drug 
reimbursement system 
Pricing Local decision : head office's Market driven and the Local decision : depends 
influence is stronger as the final decision made with on the amount 
intercompany price is high, some reference on the reimbursable by the 
yet the price also ex-factory cost central government 
differentiated it from other 
western medicine 
Distribution Local decision Local decision Local decision 
Packaging Local decision : locally made Local decision : chosen Local decision : 
with the UK design as the US design reference from the H.K. 
reference packaging 
Brand Name Local decision : not influence Chinese brand name : Local decision for the 
by head office local decision • Chinese brand name. 
Use global English Phonetically needed to 
brand name be approved by 
headquarters 
The above analysis reveals that the three western companies, when handing 
marketing activities in Greater China, where the culture and the development stage are 
very different from their own and the responsiveness to the local market is essential to 
the success of a company, decentralization is the norm. Therefore, it will not be 
possible to detect the differential impact of corporate culture in the subsequent 
analysis because there is basically no difference among there three companies. 
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5-3 Dependent Variables 
Given the complexities of marketing decision making process and the 
uncertainties involved, the mental process of the decision maker and his subsequent 
behavior manifestation is, to a large extent, conditioned by his/ her cultural 
background. 
After analyzing the influence of decision making process by the national 
culture, corporate culture and the cities development stage , we isolated the former 
three factors as independent variables and analyze the impact of each of them on the 
individual management style. 
Since decision making is a manifestation of behavior conditioned by the total 
cultural make-up, it can be examined in the dimensions of decisiveness/ 
indecisiveness, rational/ irrational, teamwork, and formal/ informal within the 
context of an “ ideal “ consumer marketers who should possess the characteristics of 
being entrepreneur i.e. innovative, risk-taking, or a willingness to pursue 
opportunities having a reasonable chance of costly failure; and proactive, or an 
emphasis on persistence and creativity in overcoming obstacles . In the context of a 
decentralized multinational company, the marketing executive should acquire certain 
political skills, as well as an ability to obtain sponsors, build teams, craft coalitions 
and work through others. The rationale of choosing these four management styles is as 
follow: 
Teamwork 
Participation in decision making and the significance of consensus with 
member of the marketing team, in a collective sense, is to tap local market 
information to create innovation , to maximize market opportunity and to solve any 
foreseeable problems . A tight and effective coordination is vital to the consumer 
marketing . 
Decisiveness 
The interpretation of environmental cues may vary among executives from 
different nations as a result of their cultural differences. The slowness in reaching a 
decision or deferring the decision to consult with superiors could definitely affect 
financial outcome of this dynamic and competitive consumer market place. 
Rationality 
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Rationality in behavioral terms, is the tendency of displaying a coherent 
pattern of logic and consistency in the problem solving process. Put in marketing 
decision process, this would include the extent of drawing on the support of research 
evidence, and the process of integrating (including rejecting ) these research as part of 
the supporting information in arriving at decisions. 
Formal/Informal 
The display of adherence to a clearly developed pattern and style of marketing 
decision making process in terms of the steps, perception of information and business 
environment and pattern of consultation and the way a decision is arrived at. This also 
includes the management of relationship up and down within the office network and 
with externally with other counter parts in other regional offices. 
These management decision making styles are exemplified by the following 
facts as extracted from the interview analysis . They are considered as dependent 
variables. 
Management Style Fact 
Team work Group consensus and getting the decision made through 
consultation 
Decisiveness Take on the responsibility and not passing onto others 
in the decision making process 
Rationality Making decision with logic and evidence 




RESULTS AND DISCUSSION 
T imitation of Study 
Majority of the responses in this study are collected from Hong Kong and 
Taiwan managers while only three respondents are local managers bom and raised in 
China. The small number of local China respondents is limited by travel arrangement 
of respondents , interviewers and the contact source. 
In a strict sense, their response cannot be used as solid base to derive 
generalization on management style of China managers. Comparisons can only be 
made with other respondents and inferences can only be drawn on a limited basis of 
three persons. 
6.1 Results Format 
The results of the interview are recorded in 
-Interview recording tapes 
-Contact report transcribes from the recording tapes (Appendix 10.1) 
-Marketing plans and market research data 
-Summary of analysis of presence and nature of dependent variables among 
respondents (Appendix 8.1) 
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6.2 Results Grouped bv Country 
The table below groups, after analyzing of all the interview tapes and reports, 
the dependent and the independent variables first according to country of origin where 
the manager is brought up received most of his/her education and working exposure. 
NATIONAL IDEVELOPMEN CORPORATE I Formal/ 
NATIONALITY CITY COMPANY CULTURE T STAGE CULTURE Teamwork Decisiveness Rationality Informal 
cissy HIC H Z J^J L H L H H H H 
Catherine h Z H.K. Unilever L H L H H H H""" 
Aniei R]^ H Z J^I L H L H L H H 
Anthony h Z h Z Janssen L H L H L " " " H L 
Oaire H Z H Z Janssen L H L H L H H 
Albert h Z Beijing Janssen L L L H ~ ~ H H L 
piHi i S Shanghai Unilever L L L L H H H 
KYYip h Z S h a n g h a i J ^ I L L L ~ L H ~ H H 
Marshall Chinese Shanghai Wj H L L L L L L 
Angela Chinese Shanghai Unilever H L L L L L L 
Christine Chinese Shanghai Unilever H L L H H H H 
Vincent Taiwanese Shanghai Unilever H L L H H H H 
TMe Taiwanese Taipei J ^ H H L H L H H 
Tony Taiwanese Taipei Unilever H H L H H H H 
C ^ Taiwanese Ta ipe iUn i l eve r H H L H H H H 
R ^ Taiwanese Taipei Janssen H H L H L H H 
toii Taiwanese Taipei J ^ H~~ H I H H H H 
Amy Taiwanese Taipei Unilever H H L H H H H 
6.3 Patterns of independent variables 
There are several patterns of independent variable that one can trace from the 
above table. 
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6.3.1 National Culture 
While Shanghai and China manager groups show a pattern of high in 
national culture, the Hong Kong managers are low in this respect. Since 
national culture, is measured in terms of strength of displaying the Chinese 
heritage, it becomes natural that Hong Kong managers are not strong in this 
respect because of the more extensive westernization. Managers in Taiwan and 
Shanghai retain stronger traits of Chineseness because of the absence of 
colonial impact. 
6.3.2 Corporate Culture 
The pattern is obvious that, because of the decentralization policy of 
these companies, the impact of corporate culture on the management practice 
of these managers is low. As a result, corporate culture is classified as low 
among these three places. During the interviews, managers from the three 
places did repeatedly mention that the impact of corporate directives and 
regulations on their marketing decision process was low. They did receive 
broad guidelines from the headquarters or regional office. Beyond that, they 
have great degree of freedom in formulating their strategy. 
6.3.3. Developmental Stage 
The pattern is quite clear, as revealed by the table that, Hong Kong and 
Taiwan are on the side of high developmental stage and China is on one on the 
low side. Consumer market in China has really been opened up in the last five 
to six years spending power is still relatively low and consumers are less 
sophisticated in their demand. 
6.4 Relationship of independent and dependent variables 
By matching the independent variable with the dependent variables one 
by one, there are obvious patterns and mixed patterns emerge. The following 
discussions will first focus on the more obvious pattern. 
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High Developmental Stage associates with high team work and high rationality. 
NATIONAL CULTURE DEVELOPMENT STAGE Teamwork Rationality 
Angel L — H H “ H 
Anthony L H H “ H 
Claire — L H “ H H 一 
Cissy — L H “ H H 一 
Catherine 一 L “ H H H _ 
Mike — H H - H H _ 
Tony H — H H “ H 
Carol H H H H 
Rex _ H H H — H 
James — H “ H " " H — H 
Amy H I H 丨 H 丨 H 
In this pattern, managers from Hong Kong and Taiwan, which are well 
developed economies and markets, show consistent patterns of high in team work and 
rationality. Rationality is a reflection of the thinking style method of reasoning. Well 
educated managers with good exposure to the systematic working environment of 
MNCs show a strong sense of rationality and also capable of expressing it. The strong 
team work tendency of the Hong Kong and Taiwan managers is also a reflection of 
their longer exposure to MNCs which often treasure team work. 
In Low Developmental Stage country, manager could have either formal or 
informal management style 
NATIONAL CULTURE DEVELOPMENT STAGE Formal / Informal 
Albert L L L 
Paul L L H 
KY Yip L L H 
Marshall H L L 
Angela H L 
Christine • H L H 
Vincent | H 丨 L 丨 H 
There is no direct relationship between national culture and the developmental 
stage with the formal or informal management style as portraited in the marketing 
decision making process among the respondents. 
The managers from high developmental stage county to low development 
country associates with high decisiveness and rationality 
HOME COUNTRY * HOST COUNTRY Decisiveness R a t i o n a l i t y ~ 
DEVELOPMENT STAGE DEVELOPMENT STAGE ； 
-；^ — H — L — H H 
Paul H L H H 
KY Yip H — L H H 
Vincent H L | H | H 
* Note: Host Country = Development stage of country where they are assigned 
to work 
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Posted from a high developmental stage country, managers show a stronger 
tendency of rationality by taping and exercising more clearly the responsibility of 
decision making. This pattern could be explained by the fact that managerial support 
in Shanghai has to be further trained and developed to take on more decisions. As a 
result, foreign managers posted to Shanghai on more decision rather than delegating 
or passing it out to the other team members. 
Also managers posted from Hong Kong and Taiwan are mostly senior level 
and experienced executives. They generally have developed a coherent pattern and 
system of problem solving as reflected by high rationality. 
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CHAPTER VII. 
CONCLUSION & RECOMMENDATIONS 
The objective of this project is to examine the impact of culture on marketing 
management practice. Deriving from the relationships between the two variables , we 
hope to arrive at some principles guiding the development of organizational 
effectiveness for the Greater China region. This qualitative study has provided some 
answer，though limited , to the questions raised. Interpretations of the results and 
inferences drawn from the analysis lead to the following concluding remarks. 
7 t Leadership Quality 
This project has identified paradoxically, managers in China tend to be 
stronger in individualistic tendency despite the surrounding communist environment. 
However when it comes to decisiveness the China managers tend to be low on this 
attribute. This could be the result of two reasons. First, the relative junior position of 
the China managers provides them with less opportunities to exercise this attribute. 
Secondly, growing up in a communist society could mold one to be more reserved in 
overt expression of opinion and decision especially when such action has public 
impact ( e.g. on the team members in the company and on the consumers in the 
public). To manage the marketing team effectively , and in view of the nature of the 
local China managers , leader posted from other Chinese societies should have strong 
collective inclination and team approach preference in order to be successful. On the 
one hand the leader is expected to be a team player , and on the other hand he is also 
expected to take on decision responsibility with a clear signal that he is also 
responsible for its outcome. This is the role model that the China managers would be 
expected to display. 
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On top of these basic qualities, the effective management of the critical 
marketing decision process in China should also provide means and channels for local 
managers to express more freely their decisions and support reasons. The whole 
marketing decision making process is a very intensive and sensitive interpersonal 
communication flow of ideas and discussions. Differences in sensitivity to the local 
environment and perception of problem situation caused by cultural difference could 
only be effectively dealt with by open communication. 
7.2 Organizational Structure 
7.2.1. Senior Level 
Before local leadership is built up, senior level managers should be brought in 
from more westernized places like Hong Kong and Taiwan to fill the present vacuum 
of experienced professionals with good exposure to western and open type of market 
competition. They are expected to fulfill two roles. One is to get things done and to 
get market results. The other is to act as role model. Overseas managers could 
sometimes put less weight on the second one. However local manager could perceive 
it differently. They perceive overseas managers as experts in their professions and 
expect them to perform as an expert rather than voicing out their rationality and 
decision first. This also explains why local China managers seem to be low in these 
two respects. Senior managers should make themselves aware of this fundamental 
difference in role perception because it affects the behavior of the local managers and 
their interface with others in the decision process. 
Experienced local managers could bring with them long history and insightful 
understanding of the local market. However, they also have the tendency of more 
accepting to the local management practice which may not be aggressive and 
competitive enough from the MNC perspective. To instill changes in this group , if 
one could not avoid having them, and to build up the corporate culture, leadership 
from outside should be brought in to set up the standard, expectation and behavior 
pattern for the corporation through role modeling. Given their big difference in salary 
and benefits , as compared with the overseas managers , they put even more demand 
on decisiveness and leadership in the management process from the Hong Kong or 
Taiwan managers. Experienced local manger could be good at superficial teamwork 
which often misled new comers to the company. Superficial teamwork is probably 
developed as one of the survival tactics in the communist environment 
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7.2.2. Middle and Junior Level 
Under the guidance of top leaders, local managers could be brought up 
gradually and groomed as successors. This type of transition from overseas 
leadership to local leadership should be planned right from the start . It would take 
five to ten years for an MNC to effectively cover a huge market like China and the 
building of local management team should be part of the long term development plan. 
Young managers who have gone through university education in business 
management have attained enough exposure to western textbook knowledge. 
However, their surrounding communist controlled environment is more real in terms 
of controls, interpersonal relationship, power conflicts, individual wishes and 
ambitions against collective and group constraints. 
Given the unique cultural and societal background upon which the new 
generation of managers are brought up ( e.g. power conflicts, face saving ) in China, 
young managers need a lot of assurances and reinforcement about the new reality that 
they are working and building their career in a western corporate culture. 
In the process of grooming these managers, they need clearer guideline and 
instruction to take on responsibility, otherwise they could be much more cautious and 
slower than their counterparts in Hong Kong and Taiwan. 
On the other hand, position authority in China used to be much more 
legitimate and less challenged ( e.g. managers in the Party, in government and 
national corporations ). As a team player in a western corporation, local managers 
should be made aware of the legitimate base of power and authority is much more 
than just position but includes expertise, knowledge and personal quality that 
command respect from the juniors. 
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VIII. Appendices 
8.1 Summary of Analysis of Presence and Nature of 
Dependent Variables among Respondents 
Teamwork :""“ Decisiveness : Rationality : Formal/ Informal: 
Group consensus Take on the Making decision with Consistency in 
and getting the responsibility and evidence and logic following a clear 
decision made not passing onto system of decision 
through others in the making 
consultation decision making 
process 
Angel Worked closely She always passed She followed t h e ~ Her decision on pricing 
with sales team and the final decision to regional advertising was based on the 
other managers to Cissy, after platform for the ADR competitive pricing and 
collect and analyze collecting the toothbrush and the intercompany price 
information required further confirmed by that was given to the 
information the local market Reach ADR toothbrush 
research that the 
public prefer the 
"Deep Cleansing 
Feeling “ 
H L H H 
Anthony He always asked He tends to ask He trusted the In pressing condition, 
opinion from other other to make the research data and the he tends to give 
department before decision first evidence reflected decision by impression 
any decision is before he from the trade survey or his own feeling 
made committed to the before he made the e.g. choice of the 
final decision decision in the comedian TV talent for 
advertising budget Imodium 
H L H L 
Claire She worked closely She provided most She committed to the She would not make 
with the field force of the research market research data hasty decision if not 
and the advertising findings and that was collected sufficient information is 
agency to monitor always recommend and made the available 
the impact of the the course of action necessary 
TVC before for her boss to recommended action 
concluding her make the decision for action e.g. Poor 
media planning for packing design of 
next season Imodium 
H L H H 
Cissy Extensive c r o s s ~ When facts a n d “ Highly logical, fact Has developed a clear 
functional analysis were done, orientated and pattern of working 
consultation made would make systematic in analysis though she called it 
before decision is decision and common sense 
arrived at defend with good 
sense of 
responsibility 
H H H H 
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Teamwork ： Decisiveness ； Rationality ： Formal/ Informal: 
Catherine Fully aware when Clear sign of taking Fully aware the Follow a systematic 
to consult others on decision and benefit of systematic system though she 
and got them decide when reasoning and called it common sense 
involved when required practise it as a habit 
required 
H H H H 
Amy Emphasize Serve as locus of Research oriented Follow the broad 
subordinate decision process and analytical in polices of corporate 
participation and and clear signs. If arriving at decisions decision criteria and 
contribution. Also making key steps 
interface decisions after 
extensively with consultations 
other functions 
H H H H 
Albert Often made Clear signs of Systematic steps and Has his own system of 
extensive exercising his logical, though long decision making which 
consultation with decision authority experience could differ from 
subordinates in key areas sometimes biased corporate 
H H H L 
He likes to make He is very clear on Highly logical, fact Highly logical, fact 
decision by himself the direction to go orientated and orientated and 
and always made systematic in analysis systematic in analysis 
timely decision 
L H H H 
KY Yip Team consultation Knew clearly when Very logical and Has developed a pattern 
was limited and decisions required systematic in arriving (partly corporate and 
junior support and acted swiftly at decision partly experience) of 
more confined to decision making and 
data collection working style 
L H H H 
Marshall Tend to go his o w n H a n d to pass up his Could jump to No indication of his 
way in data recommendation to conclusion quickly. way of arriving at 
collection & KY Yip • Decision Not conscious of bias decision 
analysis cross making was limited of his own 
function experience, was 
consultation strong 
limited 
L L L L 
Angela Quite self center in Limited decision~ Systematic ways of No clear pattern of 
getting things done, chance mostly pass arriving at decisions decision making and 
Clear distinction of upward ： not clearly steps of getting things 
me & them in work recommendations developed done 
process 
L L L L 
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Teamwork ； decisiveness ~ Rationality : Formal/ Informal ； 
Christine She commissioned She decided what She believed in She has her way or 
in-house market was the important consulting the local system in making 
research through data that were sales people (since decision or providing 
� colleagues, essential in they are very the necessary 
classmate and reflecting the experienced) before information to her boss 
others to test the consumer recommending to use in making her desirable 
market concept preference for her the TVC from Hong decision 
before submitting boss's Kong 
report to her boss consideration 
for consideration 
H H H H 
Vincent He often discusses He is very clear on He tends to conduct He developed clear 
issues with his the direction to go market researches to system for the projects, 
subordinates and and always made verify his judgment. Written briefs and 
work closely with timely decision When gut feeling proposals were required 
other departments, applies, he also has for majority of the 
especially the clear logic behind his work, 
technical thoughts 
colleagues 
H H H H 
Mike His prior Despite the He decided not t o D u e to budget 
experience in other stagnated market compete with the constraint, he has come 
brand groups share of the Reach local brand of to the decision of 
facilitated him to Toothbrush, as the toothbrush liked the having only two 
do cross marketing “ Gold Lion “ and advertising campaigns 
department manager, he acted got into the premium in a year as a 
communication as if he would not market segment in promotional deal to 
which he did make any decision order not to get into push through the sales 
or not what to the price war of Reach toothbrush 
make any decision 
to rectify the 
situation 
H L H H 
Xony “ He has clear mind He tends to collect as He developed a 
on his proposal and much information as systematic pattern of 
He always consult could made timely possible before doing work and dealing 
sales or colleagues decision when formulating his with other people in the 
in other functions necessary proposals company 
before finalized his 
proposal 
H J i H H 
Carol The organization She made the She is highly rational There was no pressing 
has regular sales decision that is in terms of what decision and decision 
and marketing within her capacity promotional mix was made by common 
meeting to help and not doing required the use of sense liked the instance 
making the something which market research to where the small 
decision on she supposed not substantiate her Chinese label on the 
promotional decision product ingredient in 
activities as well as the Lux Shampoo 
pricing issues 
H H H H 
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Teamwork ： Decisiveness ： Rationality ： Formal/ Informal: 
Rex Always consulted He carried out His research He is very systematic 
the product survey after survey objectives were and logical in making 
manager in to confirm his based on the previous any decision. No hasty 
deciding the misunderstanding research findings and decision is made 
objectives of the and unknown made the positioning 
market research information . The statement and market 
launch of Imodium segmentation 
in Taiwan took according to the 
almost two years research findings 
market research 
H L H H 
James /he is very c l e a r H e always analyzes He has fixed pattern 
He works very about this thought the market and dealing with other 
close with sales and what should or collects objective department or his 
and other shouldn't do data to support his bosses 
colleagues in other proposal 
departments 





Overall Positioning 1. Describe how the positioning decision is made in form of work flow ？ 
2. How start ？ 
3. How & When finish ? 
4. Consideration of attributes, price/quality, use/application and 
competitor. . 
Use of Product 1. What information from HQ region ？ 
Information 2. How this is used ？ 
3. How company senior management give instruction on : 
• Interpretation 
• Their basic perception 
• Standpoint of analyzing & using the information (verbal or written) 
4. Under what occasion they give instruction : 
• Formal meeting ？ 
• Informal briefing 
• Others 
Research Agency 1. How decision on choice of agency arrived at ？ 
2. Who decide if formal briefing required ？ 
3. How briefing done ？ Who does the write-up & be the main speaker ？ 
4. When research report available who does interpretation ？ 
5. How research interpretation / analysis is communicated, verbal, written 
？ Vertical up & down or lateral network type including other 
departments (e.g. Sales) 
6. Who makes final decision on taking / rejecting (or half/half) of research 
information & how the decision is made ？ 
Sale Department 1. How to they participate in use of product information influence ？ 
2. How to they participate in influencing or giving input to analysis of 
research ？ 
Product Attribute 1. Who does the basic first analysis ？ 
2. How this is done ？ Any special analytical tools used ？ Or any 
particular format pre-set by HQ, Company, or the Product Manager ？ 
Optimal Position 1. Who & How this is determined ？ 
Matching with 1 • Who & how this is done ？ Any particular tool or process e.g. mapping 
Competitors ？ or format prescribed by HQ, regional office or company ？ 
2. Within company who decides on the format of analysis ？ 
Product Scope""“ 1 • How the process of deciding on overall product scope and mix of 
company is made ？ (Flow chart ？) 
2. What is your input, participation and influence on the process ？ 
Company Mission 1. How the overall company mission and business object decision process 
is made ？ 
2. What is your participation input and influence in the process & its 
outcome ？ 
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Product Promotion and Advertising 
Decision Decision Process 
From Product Position""“ 1. Describe how the process & decision, after positioning is made, on 
to Communication bridging positioning to the development of advertising strategy in 
Advertising the form of flow chart? 
2. Who is mainly responsible for connecting and bridging the 
positioning elements and transform them to become basic elements 
& criteria for advertising? Same Product Manager? By group 
decision? How this is done? 
3. Who is the key person for the write up of the product advertising 
strategy? What consultation, reference checking and support that 
this person would get and go through? Can this be shown in form 
of flow chart? 
4. Does the advertising strategy include also the communication 
strategy? Media Selection, how? 
5. Who decides the target audience for advertising & how this 
decision is arrived at (what process) ？ 
6. How the decision on choice of advertising agency is arrived at? 
Can this be shown in form of flow chart? Who has the most 
influence & why? (e.g. International / Regional Corporate Policy?) 
7. Who decides & develop the advertising briefing and write up (on 
theme, message, and image?) & how? What is the approval 
process on this? (especially at the story board stage) 
8. How the advertising budget is arrived at? Who prepare? Who 
approve? Who control? Can this be shown in the form of flow 
chart? How does the Marketing Director, MD, Financial Controller 
affect the figures? 
9. Who decides & how in areas of regional cooperation (inter-
country) on advertising (e.g. production, choice of character, theme, 
message) is arrived at? 
10. Who made the final approval release of advertising material (TV, 
print ad, etc.)? 
11. Who is responsible for the monitoring and evaluation of 
advertising effectiveness? (SOV, share of total market spending 
including competitor on same product) who writes the evaluation 
report? 
12. Who could initiate any drastic change in the advertising execution 
process (e.g. change of character, cut or postpone blasting time or 
even cut out) & how this decision is made? 
13. Who is responsible for the evaluation of impact on sales by the 
advertising (marketing or sales or jointly)? 
14. Who decides on the general corporate image advertising? (if any) 
I 
• I 
• I _ _ I 
Decision Decision Process 丨 
Promotion 1. What are the activities in the sales & marketing you can quote as 
being promotional? (2 for one price, free gifts, extra quantity, 
bundling, etc.) Who decides which promotion method & how -
Decision flow chart? 
2. Who is responsible for the preparation & spending control of the 
promotion budget? How annual, quarterly & monthly controlled is 
made? & Which department has the authority to approve and 
initiate any promotion activities : sales or marketing or jointly? 
3. Who decides and plans for the annual promotional deals with the 
supermarkets and chain stores & how this decision is made? What 
process? Flow chart? 
4. Which department & who is responsible for all the promotion deals 
negotiation with the supermarkets & chain stores? Who gave the 
final approval & how the decision process is made? (confidential 
discussion among top level: MD, Marketing Director, Sales 
Director, Key Account Manager, Financial Controller or etc.?) 
5. Who & how the mix of advertising and promotion budget ratio is 
decided? By what process? What is your contribution & influence 
in the process? 
6. Who decides & how the share of the overall advertising and 
promotion spending budget as a part of the total company spending 
budget? (e.g. 15%, 12% - 17%) How this is arrived at? & who 
approve this? (Regional VP, HQ or etc.) 
7. Do you consider public educational activities (e.g. health lecturing, 
mothers, club activities) as part of promotional activities? If yes, 
who is responsible & how objectives (annual) and programs are set? 
Are they part of marketing or independently report to MD. 
8. Normally, any clash or conflict of interest in yes or no on 
promotional activities between Sales & Marketing Department? If 
yes, who decides? & how? What process? Including impact on 
sales commission (promotional sales no or a lower commission) 
9. Who manages the merchandising team? Sales or Marketing? Who 
sets the objective for the team & how? Who decides what they 






Pricing Level 1. How pricing level is determined ？ Can this be represented by a flow 
chart? 
Input 1. What is the input influence on decision by the Sales Department & how 
(via formal meeting, submission of formal report or informal verbal) 
2. What is the input & influence on decision by the Finance Department & 
how ？ (formal meeting or report or informal) 
3. How the regional on HQ price guideline influence the decision process, 
if any ？ 
Pricing Objective 1. Who decides & how it is arrived at determining the environment under 
which the pricing decision is made ？ 
e.g. 
• Price leadership strategy ？ 
• Market share strategy ？ 
• Profit maximize strategy ？ 
• Minimum bottom line target ？ 
Leadership in Process 1. Which section takes leadership in the process & who makes the final 
decision. 
2. Based on what input ？ 
Monitoring the process & 1. Who collects on regular basis market information on price (own and 
Information Collective competitor) and how ？ 
Prices Changes 1. Who or which department initiates the long-term price change ？ 
2. What process does it go through ？ 
3. Who initiates and determine short term price changes (cut) for 
promotion (a other reason) and what process does it go through ？ 
Price Communication 1. How price (new & changes) is communicated to ？ 
• Customers (dealers & retailers) 
• Consumers 
Price Negotiation 1. Who is responsible for negotiating price & deals with chain accounts ？ 
2. How does the chain account price and discount/rebate is determined ？ 
What process ？ 
3. Who made final decision and based on what ？ 
49 
Packaging 
Decision Decision Process 
1 • At company level, what influence and decision you or the 
Marketing Department has on the design of products (you manage) 
packaging? 
2. How this decision is made? Through what process? Can this be 
shown by flow chart? 
3. What is the influence of the HQ Corporate or regional office has 
on the package design? (e.g. shape, basic corporate color, material, 
size? How they make the decision? How this decision is 
communicated to each company? Who is the first one to receive 
the message? How does he handle it? Do they make comments & 
amendments & do they make internal consultations before any 
change or deviation is decided? How the consultation is made 
(formal, informal?) 
5. In case if you find fundamental error in package design (e.g. 
strength of bottles, boxes) how do you communicate and to whom 
to correct the problem? 
6. Who & how the local labeling of product is made? What process? 
Who makes the final approval? Any HQ approval is needed? 
(under what condition?) and through what process? 
7. When promotion (bigger) size is made, who decides (with sales?) 
and what process does it go through? 
8. Do you, at your level, has any input and influence on the costing 
side of the package design? 
9. How does your department communicate with the operation 
(warehouse, distribution) on handling problems caused by 
packaging? If there is any problem how & through what process 
this is resolved? 
10. How does consumer / customer feedback on packaging is 
collected? (formal survey? focus group?) and how this information 
is analyzed and used? What communication process will it go 
through before a minor change is made? 
11. Who decides and designs, if any, additional local labeling is made 
and put on the package? How this decision is made (what 
process)? 
12. If additional local re-packaging is needed, who & how this is 
decided and control the additional cost? 
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Distribution 
Decision Decision Process 
1. Which section & department is responsible for the development / 
formulation of distribution strategy (e.g. coverage, layers of 
distributors, or wholesalers etc.)? How this decision process would go 
through before any major change or modification is made? Can this be 
represented by a flow chart? 
2. Is distribution policy & strategy a local decision without much 
interference from regional a headquarters influence? Why? 
3. Which section or department is deciding on the distribution channel 
mix between independent retailers (comer stores) and the large chain 
stores? How this decision is arrived at? What is the influence of A : 
other departments (e.g. finance), B : the MD, C : warehousing / delivery 
in this mix? How and through what process (formal meeting, memos 
etc.) that these influences are passed on to the responsible department? 
Can this be shown by flow chart? 
4. When a new (or modified or product extension) product is launched, 
which section will decide on the distribution strategy for the first 3 
months? Sales or Marketing? What decision process will it go 
through? 
5. Key account management is the responsibility of which section? How 
do they develop the business strategy in dealing (profit & market share 
maximization) with them? Do they make any consultation with other 
sections before a major decision is made & how? (e.g. modification of 
promotion program to achieve or to press down sales). 
Which section is responsible for the cost benefits (financial & nor 
financial) evaluation of distribution? Sales? Finance? Marketing? 
Why? 
6.1. What method or special tools (e.g., financial analysis) be used for the 
evaluation? Any control on format from US headquarters or regional 
office? 
6.2 How would the evaluating section communicate the result to other 
section for improvement & changes? 
7. In case if there is shortage or goods who decides on priority of serving 
the channels? Sales? Marketing? How decision is made? Informal 
discussion? 
8. Any policy on export to China? Who decides? And how? 
9. Which section is responsible for tackling the problems of parallel 
import (legally & formally by Grandmart or secretly by other 




Decision Decision Process 
1. Who is the ultimate decision maker ？ 
2. Who involve in the decision making process ？ 
3. Who give the raw data which will ultimately affect the decision point ？ 
4. How the decision is reached ？ - Illustrate by a flow chart 
By in-house data 
By research house 
By a combination of both 
By individual decision 
By group decision 
Through formal meeting or informal brain storming sections 
Budget available 
5. How long does it take to make the decision ？ 
6. What are the choices available ？ 
7. When the decision is make ？ 
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10.1 Contact report of the interviews 
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Interview Report 
Date: Monday , March 6 1995 
Venue: Conference Room, CITIC HK Office 
Present: Ms Cissy Chen: Marketing Manager/Oral Care & Salvon， 
Mylanta - Johnson & Johnson (HK) Ltd. 
Mr Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. ( H K ) 
Background Information 
• Cissy is a graduate from the University of Hong Kong with a B.Sc. in Business 
Administration and later gained her CU MBA in 1987. She has four years 
experience in marketing consumer product with HK CSL , Swire & Warner 
Lambert before joining J&J three years ago as product manager for the oral care 
products. She was promoted to the current position :mark€ting manager since 
January 1995. 
• Reporting to her, there are three persons, an Assistant Product Manager handling 
Oral Care & Kids line of products, and Marketing Executive for Health Care ( 
Salvon & Mylanta )/New Product lines plus a Dental Representative detailing to 
dentists. 
• Together with the other two marketing managers (Baby Care & Female Hygiene 
Products), they report to the Marketing Director, Alien Mok who reports to the 
Managing Director, Allen Yu. 
• Cissy is quiet a bright and aggressive young lady. She understands the beauty of 
communication and observes well with the requirement standards of his 
respective bosses. Again, she is market-orientated and responses well with the 
customers' need. At times，she is rather judgmental as she describes herself . 
Sometimes, she found J&J demanded too much quantitative data as compared 
with other consumer companies making the reaction time of J&J slow. 
• Allen Yu has prior experience in working with agencies like Thorn EMI and has 
paurticular interest in advertising. Every formal agency briefing on TVC, 
advertising message, re-positioning statement and the final go-ahead of the 
commercial have to be endorsed by him before the rekas€. In one instance, an 
advertisement was released without his formal approval, it was withdrawn from 
the market and revised before releasing again. 
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• As described by Cissy, Allen Yu is a believer of hard fact and figures, very often, 
strong rationale with support of research data would change his mind. In one 
instance, he has proposed another concept in a prior instance of a regional 
meeting. Later, he was seen that he was convinced by the research data and the 
proposal for another approach. For the sick of face-saving, he stood up for what 
has proposed and rejected the truth that he has believed and convinced with. 
• He is also seen as a consultant, allowing autonomy within the organisation, 
flexibility to make good decision with solid support. At times, he also exercised 
his authority through the marketing director. 
• Allen Mok , Cissy's direct boss could be quiet easily pre-empted with his own 
idea. Therefore, Cissy sees it is important to have good communication skill in 
order to get her ideas across. 
• Cissy prefers putting words into writing when she wants to get an important 
message across her bosses . Again agency briefing is also done formally in writing 
when the ideas and concept has been consolidated. From another angle, one could 
expect Cissy likes to work in the condition under her control and be in the 
leadership position. She is also a strong believer of MOB (Management by 
Objective). 
• Before the re-organisation in February 1995, there was a Regional Franchise 
Manager for each product category. Allen Yu was the Regional Franchise 
Manager of the Oral Care Product . Right now, the support will be more 
centralised and would not fall back to the country management again. An 
appointed personnel from J&J International is now stationed in Phillipines to serve 
the region instead. 
• Within the corporate portfolio, Oral Care receives less attention than the other 
products like Baby Care or the Female Hygiene line of products. Therefore, J&J 
Hong Kong is receiving minimal interference from headoffice . 
Decision Making Process 
Positioning 
• J&J is not the market leader in toothbrush. The Advanced Design Reach (ADR) is 
obtained from the R&D department . By nature, the positioning of the product 
could not deviate too much from the product attributes that were designed for. 
• Allen Yu, the ex-Regional Franchise Manager for Oral Care received information 
from Corporate Office and developed a marketing platform for the region at the 
Regional Franchise Meeting. The rationale behind is to build up a Mega Brand 
Image with regional impact. At the meeting, they have developed two product 
platforms for ADR: 
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• The wavy brush and soft grip gives a feeiing of totally deep ckan. 
• The antibacterial brush keeps the brush bacteria free for a month. It gives an image 
of high technology, 
• From the past consumer survey, it has reviewed that the customers wanted 
cleanness from brushing the teeth. Again, the pass success of Interdental 
toothbrush and the product defect of ADR which only allows bacteria free for one 
month instead of three forced the company to position the soft grip, wavy brush 
appeal for deep cleanness despite the market research found the two platforms are 
equally appealed. 
• From the personal view point，Cissy mentioned the criteria in choosing an 
research agency depends on his passed track record, recommendations from others 
and integrity. Still, it is the regional decision to choose Mckensy unless its 
services do not live up to expectation. 
• The formal research briefing was written by Cissy through the support from the 
marketing executive. It needs to be approved by the marketing director before 
having it released out. 
• Both the repositioning statement and the advertising message have to be approved 
by the Managing Director. 
• At one time, the sales of Oral Rinse did not perform as expected and was rather 
stagnated. The market research had found out that the consumer's understanding 
of plaque was very poor and the advertising message with too much message on 
plaque did not receive well by the end users. The promotional message of the Oral 
Rinse was then changed. 
Advertising 
• It is a group decision to make a core strategy to brief to the advertising agency. 
Very often, the advertising agency will come back with a counter proposal for 
further assessment and evaluation . The final decision is often a joined decision 
between the M.D.，Marketing Director, Marketing Manager and the key sales 
personnel. 
• The involvement of M.D. starts right from the agency briefing to signing out the 
contract and finishing with the creative work for commercial release. 
• The budget for A&P needs to be approved by the M.D. There isn't any regional 
commercial. Mostly, each individual country makes their own local adaptation 姐d 
production. 




• In the past, the promotion plan is mostly developed by the marketing department. 
As from last August, there was a Saks & M肚keting Joint Meeting to develop the 
promotional plan. 
• At the Sales & Marketing Joint Meeting, the marketing department briefed the key 
sales personnel with the marketing strategy. While the sales briefed them with 
their channel strategy. It made the whole approach very practical and customer 
orientated despite it was a lengthy discussion and decision making process, 
• As a result of the keen competition from competitors, more pressure is exerted by 
the channel . In addition to the traditional brand offer, there are more category 
promotion, redemption and etc. 
• From the headoffice, there is fixed A&P ratio which is non-negotiable. One need 
to work within the ratio for the product portfolio that they have. 
Pricing 
• The field force provide regular market intelligence on competitors' activities and 
… their pricing. 
• The pricing decision is made by the marketing director and there is seldom market 
research done to see the price elasticity. It is seen as judgmental. 
• The price is first proposed by the marketing manager who makes the decision base 
on the product positioning, its market niche, the competitors' pricing and the 
intercompany price. It is a local marketing decision and the financial side is seen 
as a constraint. 
• If there is keen competition, both the sales and marketing will make a joined 
decision for a short/long term price reduction • If the price reduction is a long term 
one, the M.D. requires systematic data to support the proposal. 
Distribution 
• The distribution strategy is normally proposed by marketing and agreed by sales. 
The strategy is formulated with the product objective in mind and benchmarking 
against competitors through the SRH audit. 
• For the Mickey Mouse promotion, the brand strategy is to increase its in-store 
awareness. It is natural to distribute the oral care product in toy shops as well. The 
local office has full autonomy in making the decision. 
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• The company wishes to evaluate the channel profitability for a very long time 




• There is a strong corporate and regional guideline in terms of product packaging. 
• The local country has to adapt to the guideline strictly . The only exception is the 
use of local languages. The change needs to be approved by the regional office. 
• There is not much choice for a non-manufacturing country liked Hong Kong to 
change packaging unless there is a strong reason behind it and back up by other 
countries. 
• In an occasion, the Chinese name of Johnson & Johnson is to change. All the oral 
care packaging with Chinese name on have to be re-packed. The change of 
packaging is initiated by Allen Yu with the hope to strengthen the in-store 
awareness. 
• The design, colour of the outerpack is developed in-house or through an agency. A 
no. of prototype is made and the selection is made within the office. No research 
agency is employed to test the consumer perception. There is not much budget to 
do market research except for advertising purpose. 
• . 
Brand Name 
• After briefing to the agency on the product positioning, a number of name is 
developed for internal screening. 
• The English brand name : Advanced Design Reach is a given name. Its Chinese 
name is a local management decision. It matches well with its meaning in English. 




Date: March 14，1995 
Venue: Conference Room, CITIC, H.K. 
Present: Ms Catherine Leimg, Product Manager, Unilever (H.K.) Ltd. 
Mr Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. 
Background Information 
• Catherine has four years marketing experience after graduating with a B.A and a 
MBA. Before she joined Unikver two years ago, she worked for P & G. 
• Right now she is the product manager for the Personal Care division . Before that 
she used to handle Personal Wash Product i.e. Lux Badi Soap, Bath Gel and etc. 
• She is a rather rationale，customer orientated and aggressive young lady. 
Decision Making Process 
Packaging 
• For global launch, there is regional guideline for packaging, otherwise, there is 
local autonomy for modification. 
• There was a case that Unilever has sourced the German pack Pears for HK market 
in 1994. They have done market research for product concept and the 
communication of the product labels. It is a qualitative research, briefed very 
carefully by the product manager whom gathered information through the project 
group, research agency, advertising agency and the sourcing department. 
• Upon receipt of the result, they made some modifications and launched the project 
after being approved by the marketing controller. 
• The General Manager acted as a chairman for the whole issue and giving out 
global and strategic direction where necessary. As for the choice of research 
agency., there are a few that have been regionally agreed unless there is a 
particular reason for not choosing it, they will stick to the one with good track 
record. 
• There is no consumer research to follow up the "packaging “ impact after the 
product was launched. 
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Distribution 
• There is no basic strategy for channel mix since buyers liked Wellcome has very 
strong bargaining power. The sales department handles the day to day operation 
of all the key accounts. However, marketing department is responsible for the 
overall profitability. 
• Within the chain, special promotion will be carried out as agreed by both sales and 
marketing department when the feedback from the sales department that there is 
good potential for this particular chain. 
• Key account management is done by the sales department .The business stotegy 
for a particular key account is done by the two departments. 
• Channel profitability can be done on line by both the sales and marketing 
department. It may be reviewed by the group on a monthly manner. 
• When stock out, the priority in providing stock to which account depends on a 
number of factors ranked accordingly with benefits and risk for decision. 
Normally chainstores have far stronger demand then drug stores. 
• As； for parallel import, it is normally feedback from trade to the marketing 
department to derive strategy. Then product management seeks help from regional 
office to help in terms of pricing decision i.e. to reduce the price or not. It is the ‘ 
decision done by a group, and recommended by the product manager either 
verbally or in writing to the boss to seek for recommendation and decision. 
• Decision to which channel is decided made by marketing and its development is 
done by the sales. Actually, there is a standard procedure i.e. could be an informal 
or formal meeting which is an on going activities for the sales and marketing team 
to work together. 
Pricing 
• It is determined by the competitive situation and governed by the company's 
pricing strategy. Basically it is developed by the product manager. Then the 
second factor is the cost of goods & market compatibility of the product. 
• It is a collaboration done by the sales department，they provide us with the tactical 
information rather then strategically direction. The discussion is normally done 
informally. 
• The proposal is done by product manager through the formal Launch Plan i.e. 
price increase procedure has to be followed as instructed. 
63 
• The final decision is done by the marketing controller with consensus from the 
departments concerned. This system is considered as not a Unilever system . 
• For short term price change , it is normally initiated by marketing department and 
implemented by sales. It is normally supported by sales before decision is made . 
Promotion & Advertising 
The skeleton of the trade promotional plan is done by marketing department and 
then the details are filled up by the trade department. There is a trade marketing 
department exits to bridge the sales and marketing department to develop tailored 
made promotions of a particular brand to certain key accounts. For national 
promotion it is done by marketing department. 
• There is no conflicts between sales and marketing in this manner since there is a 
lot of formal communication in either the form of memo or meetings. 
• Budget is controlled in phases by both parties since they shared the same target. 
• Promotional budget is done on basis of past activities and the planned activities. It 
is usually in a increasing trend. As for advertising budget, it is about the same, but 
depends upon the advertising strategy. However, there is no fixed guideline for 
the A&P ratio against sales. In the extreme case liked new product launch or 
product in its developmental stage，the level of A&P investment will be different. 
• The A & P ratio comes from bottom up and allocated according to the resources 
available. There is often a "Wish List" to check whether the activities are 
acceptable • However, it will be streamlined by the GM to fit into the resources 
available before it is passed down to the product management level. 
• The coordination between the sales, marketing, logistic and finance is very tight at 
every stages of decision making process. 
• On activities of the sales and marketing department, the plans are normally agreed 
by both parties in an informal setting before it is being implemented. 
• A very small merchandising team is managed by the sales department. They are 
mostly part time staff. 
• Advertising strategy is initiated from the product manager and often guided by the 
regional office if there is any. it is constrained by the budget available. 
• For advertising agency, there is no choice since it is regionally assigned. 
• The advertising briefing, is done by the product manager and approved by senior 
management. 
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• Advertising budget is done by the product manager, who considers the 
requirement for share of voice / market share as one of the guidelines. 
• The use of regional advertising strategy and choice of talent is a regional 
corporation. The Lux brand is a global strategy. Each country could choose the 
local talent, yet there are still many guidelines from the headoffice. 
• In the production of TVC, there is a case of local production. The process 
involved the whole of the marketing department, general manager, advertising 
agency. If it is global project, it needs to have regional approval. 
• In her opinion, Unilever has systems on risk reduction and marketing. However 
she also feels that there is no strong Unilever culture to guide one to do the job. 
Instead, she feels that it is common sense to make a rational decision. 
Positioning 
• Positioning statement is fundamentally customer orientated. Initially, the 
marketers need to identify the consumer gap through retail audit. Upon making 
the decision, the marketer identifies the suitable product to fill in the gap. 
• The gap is then testified by Blind Test, Consumer Test, Concept Usage Test and 
Usage Habit Audit . Through the numerous testing, the positioning statement is 
then developed by the marketing department with input from the sales department. 
• An example is the product Pears which is sourced from Germany and launched in 
1994, its decision making process is as follows : 
• Through the consumer retail audit and the analysis of the competitor activities, the 
consumer gap has been identified. A number of specific research were carried out 
to confirm the need. In this case, it is a market driven market research. Christine 
considers Unilever as other MNC, doing market research is a very common issue . 
• Since the launch of Pears is not a global launch, there is no positioning statement 
provided by the headoffice. Instead, through referral from headoffice, they write to 
Germany to consult their launch experience. 
• Choice of research agency is limited since it is regionally allied. Upon receipt of 
the research report ’ the product manager makes recommendations to the Section 
Head's approval. Before his approval, the concept is tested through the marketing 
committee which also includes sales director to input. 
• There is a case of repositioning of an old product. It is a lengthy discussion 
process with multi-steps. The whole process involves the marketing controller, 
advertising agency to formulate the pricing, promotional strategy and advertising 
strategies. 
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• The final decision by is made by the marketing director. Yet the ultimate decision 
is made by the General Manager who has strong influence on the marketing 
decision. 
• Overall, the company gives autonomy to the staff on decision making, which is in 
itself liberal and bottom up. As for risk-taking, they could be considered rather 






Date: Friday , February 28 1995 
Venue: Conference Room, CITIC HK Office 
Present: Ms Angel Lo : Marketing Executive/Oral Care & Salvon， 
Mylanta- Johnson & Johnson (HK) Ltd. 
Mr Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. 
Background Information 
• Angel joined J&J (H.K.) as Product/Marketing Executive for the oral hygiene & 
OTC products since mid 1993. 丨 
• She is a graduate from the Chinese University of Hong Kong with a first degree in 
Geography/Economics and later earned a full time MBA with the same institution. 
Marketing Decision Making Process 
Positioning 
• She is not so clear how the decision on positioning is derived. 
• There is a regional platform for the local country to adapt and follow. 
Supposingly, at the regional meeting, the platform was agreed by all participants 
before sending out. A concept test was performed in a particular country before 
the platform was drafted. 
• The regional platform is used the cartoon talent : Mr Reach giving the pure clean 
feeling. Each individual country could made slight modification. The objective is 
to build up a Mega Brand Image on the Oral Care Products which did not exist 
before. 
• Headoffice influence on the oral care positioning is minimum, there was no 
international fact book available. 
• For the launch of the Advanced Design Reach (ADR), they have commissioned a 
research agency to perform a concept test on the product features. The SRH 
Caliber Study has revealed that consumer gave equal preference to the wavy 
toothbrush with grip and the antibacterial effect of the brush itself . With this 
support, they then followed the regional approach. 
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• It is a group decision between herself，the product manager and the Marketing 
Director. No sales people is involved. 
Advertising & Promotion 
• Since ADR has very similar features with its competitor Aquafresh of Colgate, 
J&J has decided not to build the advertisement in such a way that wouW confuse 
ADR with Aquafresh. 
• The creative and agency brief were done by Cissy, and she used the product 
attributes as a base for the briefing. 
• The agency brief needed to be approved by the Marketing Director and from the 
Managing Director. 
• The choice of agency is limited since it is a regional alignment. The budget is � 
proposed by both Angel and Cissy for the approval of the Marketing Director and | 
Managing Director. ； 
• The commercial release of the TVC has to get prior approval from the Managing | 
Director. 
Promotion 
• There is more variety in terms of promotion activities. In the past，there was only 
bundling e.g. 10+1 bonus. Now, they have brand offer，redemption programme 
and joined promotion with Mickey Mouse. 
• A promotional executive worked under the sales department will handle all the 
coordination on the promotional packs. 
• The marketing department decided the number of consumer packs and the 
promotional activities/discount. Starting from last year, there was a Sales & 
Marketing Joined Ownership Programme. Marketing department briefed the Sales 
department on the strategies and objectives whereas the sales briefed them on the 
channel strategies. 
• The trade sales team is responsible for the negotiation on the promotional deal 
with the chainstores and generally, marketing will agree with their proposal. 
• Regarding the resources allocation of the A&P，it is not discussed at her level. 




• The price of a new product is based on the cost, standard gross profit, competitive 
environment and the product attributes • 
• Setting the price is a joined effort between the sales and marketing. With no 
involvement from the financial department. From the marketing stand point, its 
price point is depended on the company strategic direction and objectives set in 
the beginning of the year. 
• It is a decision of the Marketing Director. The standard gross profit for each 
product category is laid out by both the Managing Director and the Marketing 
Director. 
• Short term price cut is frequently initiated by the sales department and agreed by 




• There is no policy to control the channel mix and no full control on the individual \ 
channel profitability. 
• Key account management is done by the sales department. 
• There is little influence by the regional office on the channel distribution. 
Packaging 
• It is again depended on the product positioning and the desired image the 
marketing department desired. 
• A briefing will be given to the agency to develop prototype. Basically, they need 
to follow the corporate guideline on the colour and type phase of the wordings. No 
research would be made to do the final selection. The decision is normally within 
the marketing team and no sales person would be involved. 
• Chinese label is done locally. 
Brand Name 
• It is a name used by the corporate and she is not clear how the selection process 
for the Chinese brand name . 
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Interview Report 
Date: Friday , January 27 1995 
Venue: Conference Room, Janssen Pharmaceutica HK 
Present: Mr Anthony Chan - Sales Manager 
-Janssen Pharmaceutica, a J & J Company ( 19.00 p.m.) 
Mr Tim Chen，Duracraft (HK, Taiwan & China) 
Mr Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. . 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. ( H K ) 
Imodium (Janssen) - Antidiahorreal Drug 
_ I 
Background Information 
• Imodium has been available in HK as an ethical product for over 10 years. Its ； 
official OTC launch was done in the end 1988 through the corporate direction of 
extending the product life cycle. Its first debut was in UK and was renamed as 
Arret. HK developed OTC Imodium with the UK experience as the backdrop. 
• The product was developed by Ms Wendy Tse and Mr Albert Yeung who were the 
associate product manager and General Manager of the company then. The launch 
was not a major blockbuster and was used as a testing ground for an ethical 
pharmaceutical company venturing into the OTC market. 
• All attributes like the product positioning, brand name, packaging, pricing, target 
audience/ advertising message and promotional mix were selected by gut feel 
rather than by careful market analysis or research. 
• Ms Wendy Tse was in the associate product management position of less than a 
year. Before the assignment, she worked as a medical sales representative 
promoting ethical pharmaceutical product to medical practitioners. Mr Albert 
Yeung was the Sales and Marketing Director of Glaxo Ltd, most of his prior 
experience was in the promotion of ethical pharmaceutical product. 
• Mr Anthony Chan joined in the OTC programme of Imodium in the beginning of 
1990 with distribution support from the newly appointed distributor : Edward 
Keller Ltd. They had a product manager Ms Claire Cheung to work jointly with 
Janssen to develop a full OTC programme . Claire she has prior experience in 
developing cosmetic products and expertise in conducting OTC programme. 
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• Anthony is a dentist, joined Janssen in 1984 as a medical sales representative, later 
promoted to associate product manager, product manager, senior product 
manager, market planning manager and eventually ends with the present position 
sales manager. 
• His first encounter with OTC product was in designing the outerpack and brand 
name of the female contraceptive- Trinovum and the below the line promotional 
activities of Retin-A in 1988. From 1990, he was been actively involved in a full 
OTC programme of Imodium with back up by TVC and v ^ o u s campaign. 
• All the time, Anthony's is reported to Mr Thomas Tong who is risk adverse and 
directive. Thomas likes to work with cost effective programme and with only 
calculated risk. He is also very analytical. 
Positioning 
1 
• Positioning statement is obtained from the international guidelines such as the , 
product fact book provided by the headoffice. There are seldom any deviation ； 
from the headoffice's recommendation. Otherwise, the product manager is free to ( 
make a preliminary proposal for his superior for further informal discussion . 
• For the launch of Imodium, it was positioned as an effective Westernized 
antidiahorreal for relieving all kind of diahorrea. It is locally adapted to 
differentiate Imodium from the well established Chinese herbal medicine : Po 
Chai Pills. Anthony seldom involved the field force to colkct market data. 
Instead, he obtained the desired market information directly through his own 
connections. Limited by budget constraint, he did not conduct any market research 
prior to the product introduction. Instead, market research was only performed 
when they perceived problem which needed to be properly addressed. 
Advertising 
• The first pilot TVC campaign costed the company less than $250,000. The adv. 
concept was adopted from the UK's factual approach which was a rather serious 
one. The decision was made from in-house discussion. The result was not that 
impressive. It was confirmed by the inventory holding survey carried out by the 
research agency. A new advertisement of different approach was thought 
necessary by Anthony and the marketing manager in 1990. 
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• The choice of talent was again a budgetary issue. Their first choice ( again a 
consensus from in- house discussion and the final choice was made by the 
marketing manager at that time - Mr Thomas Tong ) was rejected since it was too 
costly. They selected the second best- a comedian figure Ah Chai instead despite 
image of his nick name might cause confusion with the origin of the drug was 
China. 
• The agency briefing of the advertisement was written and briefed by the Product 
Manager Claire Cheung. The storyboard of the adv. was circulated in the office 
for generation of ideas, testing of its acceptance and the percepted message by the 
office staff. The ideas were further refined and discussed among Claire, Anthony 
and Thomas before the final story was developed. 
• The decision in the selection of air time, frequency of exposure and choice of 
channel were made with the followings factors : 
1. Means to objectives � 
2. Budgetary constraint i 
3. Creativity ； 
• It was the first time ever allowing advertising in-between the news breaks. A < 
decision was made to place Imodium adv. with concentrated effort just during the 
period before the holiday seasons. The adv. was well perceived and penetrated 
well in the mind of the consumer. It was flirther confirmed by the trade inventory 
audit and historical sales figures. 
• The advertisement spending of Imodium was increased from $250k to $2000k and 
now drop significantly as they see the market potential of Imodium has reached its 
saturation. It was again confirmed by trade inventory holdings and verbal 
feedback from the trade outlets. The management team also decided to use a test 
period (the end of the year) without any advertisement and had it compared with a 
controlled period (beginning of the year) and found no differences in sales 
performance. A decrease in advertising spending was decided. 
• When it compared with the competitive brand spending in advertising, Imodium 
was far less. In 1988, the leading brand Po Chai Pills spent over $ 6 million in 
media advertising. The management team decided to choose the franking strategy 
and focused effort on the targeted segment. It was a rational management decision. 
Promotion 
• Selective promotional activities were implemented by the product manager. They 
choose advertising in TV，MT. panels and not in print media like what the 
competitors did . The rationale behind the decision was MT. p如ds provided high 
and permanent exposure compared with print advertisement which only last a few 
seconds and unlikely to expose again . The decision was based on advertising 
report conducted by the agency. 
72 
• Selective sampling to young and professional traveling group was also done in 
addition to trade exhibition. 
• There was little or no involvement from the sales department in particular to sales 
promotion and its decision making process. 
Pricing 
• It is a decision made by the head office. In the past, the local marketer could 
recommend a price which was competitive to the local market situation. Now, 
there is an International Pricing Policy which is made to prevent parallel import 
and maximization of investment in R&D. There is no more market driven 
approach i.e. top-down pricing policy is recommendation. Should the given 
Intercompany Price not acceptable to the local market situation, the product would 
then not be launched . i.e. The corporate policy is price leadership strategy and 
maximization of profit. ] 
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• In the local context, pricing of a product is a group decision, involving mostly the 
marketing manager and sometimes the product manager . Based upon gut feeling 
and the perceived market acceptability, the price of the product is set. The product ‘ 
manager is the one collecting competitive pricing information to guide the 
decision if the company should adopt market share strategy, defense strategy or 
milking strategy. 
• When there is parallel import which offers lower price than the existing brand, the 
decision to lower the price to gain market share and drive the parallel goods away 
is also a group decision. Very often, it depends on the accuracy of the information 
reflected by the field force and the impact on the company in the long run，the 
damage that would be induced to the importer of the parallel goods. Balancing the 
latter two factors out, the marketing manager could reach out a decision. 
• As for pricing policy to the chainstore, it is carried out by the distributor on behalf 
of Janssen since they have collective power. The price level depends on sales 
performance . When they reached certain sales quota, an annual rebate could be 
reimbursed to the chainstore as an incentive. Again，the final decision was made 
by the marketing manager. 
Packaging 
• A local pack design was made in 1988 by Ms Wendy Tse and Thomas Tong. It 
was based upon the UK design as the blueprint. The choice of the paper type, size 
of the pack and the colour theme needed to be approved by the corporate. The 
decision was reached without too much thought on the local market situation. 
• If the time could have reverted back, Anthony would like to conduct thorough 
market research like what his Taiwan counterpart done before arriving at any 
major decision on the pack size, its design, pricing and advertising campaign •. 
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• The pack needs to have quality image, and the message indicating that Imodium is 
a product from Johnson & Johnson is helpful. An imported product from Europe 
carries a better image than the one of Taiwan made. The pack size could be bigger 
with more impact on gaining consumers remembrance，the pack material quality 
should be of more durable materials which ease handling and resistance to fading 
against sunlight. Its design should be more attractive and lastly the pack size can 
be bigger but carry 4 tablets instead of 6 at the same price of 6，s. 
Brand Name 
• The existing Chinese brand name was decided by Albert Yeung and Wendy Tse 
through Albert's thought on the brand name. No market research nor any thorough 
search was done within the office . The brand name means simply speedy 
recovery and makes no reference to the kind of disease it cures nor any specificity 
of its brand image of being a westernized medicine for diahorrea. If the time clock � 






Date: Friday, June 10th 1994 
Present: Ms Claire Cheung, Product Manager, 
OTC, Janssen Pharmaceutical Ltd, HK 
Mr Tim Chen, Mr Herman Chan and Eva Lo 
Background 
• Imodium was first launched as an OTC product in HK in 1988. Before that, it was 
a drug received very minimum attention in hospital or at the general practitioners' 
level. 
J 
• As it was the corporate direction to extend the product life cycle of the product, a 
no. of ethical OTC products were then developed. It included Imodium Tablet， 
Nizoral Shampoo (antidandruff) and Retin-A Cream ( Antiwrinkle ). The latter ‘ 
two used only below the line promotion as these drugs were not yet released by 
the government as a full OTC product. 
• Imodium, was launched by a product associate, Ms Wendy Tse who left the 
company in 1990. She was the mastermind behind the development of the 
package, the print advertisement and the TVC. 
• Wendy was a biochemist graduated in Canada and started off as a medical 
representative with Janssen. She had no prior experience in consumer advertising 
experience. Her boss was a dentist and again no prior experience in consumer 
advertising. Both of them were sent to Jakarta to attend a company organised OTC 
Workshop in 1988. At that time, most of the decision was made jointly by Wendy, 
Anthony (Wendy's boss), Thomas (Marketing Manager- a pharmacist with a UK 
MBA) and the General Manager, Mr. Albert Yeung (with most of the experience 
in ethical drug promotion, yet had prior exposure through Glaxo's OTC line of 
products). 
• Market researches were then conducted to reveal the competitors' profile and 
consumers' preference on product attributes. 
• Claire has been working for the Imodium brand since 1990 when she worked for 
the distributor of Janssen - Edward Keller Ltd. as product manager-OTC. She 
provided marketing expertise in consumer advertising and working relationship 
with advertising agency/ research company. 
• She was part of the Janssen team when Imodium OTC was launched in Hong 
Kong. 
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Marketing Decision Making Process 
• Strong corporate influence on the "Go or No Go，，decision i.e. rather than the local 
market situation. 
• Due to limit local and international experience in positioning, brand name and 
packaging, the local management has chosen an economic way of adopting of 
existing materials that were available at the time rather than developing ideas and 
materials specially for the local market ‘s need. 
• It is a team , collective process of decision making. 
• A lot of trial and error, decision was made by “Gut Feeling". 
• Some decision is based on and confirmed by market research data. 
• It is also done by gut feeling. � 
• Advice and corporate direction was provided by the international OTC Manager-
Mr Freddie Santerman who managed ethical pharmaceutical products and was 
based in Belgium. 
救t • Regional workshop for OTC product was organized to give updated information 
on the level of corporate support and the launch status in other countries. 
• Element of Trust could not be detected since the organization was rather 
inexperience in handling OTC product. 
Questions that were raised to understand marketing decision making process : 
Brand Name 
• It is decided through internal selection i.e. not too rational and was a collective 
decision. A list of Chinese names were come up and grouped by Wendy. The list 
was then passed around the office and rated which one was the most preferred. A 
name was chosen which meant speedy recovery (with no linkage on the aliment 
diahorrea). The name was endorsed by both Thomas and Albert- Reduced risk and 
someone to share the responsibility. 
, - ‘ 
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Packaging 
• At that time, UK was the only country launched Imodium OTC . Its packaging 
and promotional materials were circulated to HK for reference. Wendy, prepared 
a dummy based upon the UK design with the incorporation of the Chinese name, 
using green, blue and red as the basic colours. The packaging is now seen as a 
weak point by the consumer since its quality does not match well with the price 
and the appearance does not look too attractive. (No consumer research was 
carried out to uncover the consumer perception and the decision was not a 
rational )• 
• Upon internal approval, the pack was sent to the Department of Health and 
headoffice in Belgium for approval. 
Advertising 
I 
• They choose printed advertising in selected magazines，panels display in MTR 
and TVC during traveling seasons. MTR was chosen as the main theme since it 
delivered the message of speedy and punctuality. This matches well with the 
product attributes of Imodium which provides speedy recovery 
• The TVC talent is a popular TV comedian Ah Chia who gives a pleasant, easy 
going impression. The adv. provides the fun side of a rather embarrassing aliment-
diahorrea. 
• The storyboard of the TVC was developed by the advertising agency together with 
the working party. The last version was brought back to the office for in-house 
final testing- a decision based upon “ Gut Feeling" . It was then submitted to the 
Department of Health for final approval. 
Content Analysis-Imodium 1989 Marketing Plan 
A structured market plan which is based upon the requirement for general 
pharmaceutical product. 
Market Size 
• Market composed of both Western and traditional medication indicated for 
di^orrea. The annual growth rate was under around 7%. It is a rather stagnant 
market. As the market size was estimated by multiplying the population (i.e. not 
the very old or the very young) 4 million at an average of $10 per dose- HK$ 
40，000M annually. In 1989, the market size was estimated to be around 21 million 
which gave only 50% penetration. 
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Competition 
• The market was dominated by two herbal medicines: Po Chai Pills and Seirogan ( 
95% M . S . ) , they are family medicine. Patient self-medicated themselves with drug 
that he knew for long time and western medication were mostly under the 
recommendation from doctors and stores personnels which poised challenge to the 
launch of Imodium in HK since it was a brand new to the consumer. 
• Po Chai Pills has been in the market for over 50 years with continuous media 
support via radio and press where Seirogan was even more aggressive with over 6 
million spending in TV, Cinema and print adv. 
Promotion 
• Strong brand awareness is required to gain the share of voice from competitors 
and to build up brand loyalty to avoid switching to generic. Yet Janssen HK has � 
chosen to share the cost of advertising with the distributor Edward Keller and use 
public exhibition，sampling to paramedics and travel agencies as the main 
promotional effort. They see despite the unique product features，the need for 
heavy investment to build up the product awareness and the subsequent brand 
loyalty could make the project getting into the no-go zone. However, the pressure 
of the international success of Imodium making the project almost a definite go 
decision. 
Distribution 
• In the past, all Janssen's products were distributed by the J & J (HK)，s distribution 
network. Since the spin off from J&J (HK) in 1988，Janssen had been 
considering a better distributor. They have chosen Edward Keller since they 
ranked no. 2 among all the pharmaceutical distributors and it also carries a lot of 
reputable consumer brands liked Milka, Frisomel Milk Powder, Upton，Lux and 
many others. Their wide network of distribution，contact with retailers and the 
marketing expertise possessed by the respective product managers could benefit 
Janssen 
Pricing 
• Using premium pricing strategy and have it priced two three times more expensive 
than the next western antidiahorreal- Lomotil ( G D Scale ) and 2.8 times more 
expensive than Po Chai Pills on a therapy cost per day basis. Offered special trade 
bonus to encourage stock in and secure product availability. Yet the pricing itself 




Date: June 1994 
Present: Mr. Albert Yeung， 
Ex-Marketing & Sales Director of Janssen, Xian, China 
General Manager ofBurrough Wellcome, HK & China 
Background 
• Mr Albert Yeung has a long and successful career in the pharmaceutical industry 
for more than 20 years. He started off as a saks representative with Watsons，later 
worked as a dispenser in On Hong Ning Dispensary, then, he worked his way up 
in Glaxo Ltd. to the last position : Sales and Marketing Manager before joining 
J&J in 1985. He started off Janssen HK from scratch and have it spin off from 
J&J in 1987. In 1990，he joined Janssen Xian which at that time has only a 
production set up. Albert was the Sales & Marketing Director then and built up the 
sales force from to over 100 when he left Xian to Hong Kong • The time when he 
was in China, he launched Motilium，Hismanel, Imodium,Vermox and Prepulsid. 
Janssen Xian was ranked No. 1 in China in 1992 & 93. 
• The time when Albert launched Imodium, there was no marketing plan written. It 
was simply because the China market alike vacuum. By doing anything or 
everything, there bound to have some success. He was at that time so occupied 
and busy, the launch activities were based upon his past experience and discussion 
with the subordinates. 
• Albert was a quite open-minded type of manager, he liked to wonder around to 
gather information and ideas from his subordinates. 
• Imodium was launched as an ethical product in China back in 1990 with strong 
promotional support from the sales force . 
• It is a product reimbursable by the government to the general public. 
• Promotion is also carried out through TVC, Billboard at the airport, print 
advertising & etc. 
• Using the pull effort induced by the consumer to generate sales i.e. requesting 
doctors to prescribe Imodium for treatment which is free of charge to the patient. 
• Culture might not be the crucial factors affecting the marketing of ethical OTC 
product in China. Regulation and reimbursement system play an important part as 
Imodium is classified as a drug needed to be prescribed by physicians. It also 
affected its channel distribution strategy since the general public might not be 
able to afford an imported brand of antidiahorreal. 
‘ * 
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• The Chinese name of Imodium is a direct translation of its English pronunciation. 
It is under the Corporate directive not to use other name than its English 
translation. 
Content Analysis : Jan- June 1994 Sales/Market Analysis 
Sales was behind budget, only five cities performed better than or maintained the 
sales as in same period last year. 
Market analysis- SWOT 
- I m o d i u m is listed as an essential drug 
• Diahorrea is a common diagnostic aliment and therefore, it has a relatively 
bigger market 
_ Imodium can relieve diahorrea in a speedy manner, with only two capsules, 
effect can be seen within two hours 
- P r o b l e m s lied in the habitual prescribing habit of the physician since they are ； 
used to antibiotics or Chinese herbal medicine and there is low brand 
awareness and little salesman time to promote the product 
Objectives 
• . 乂 、 “ , •： 
• To increase the awareness and confidence of Imodium among physicians and 
consumers. 
• To increase its sales through retail drug outlets 
Positioning 
• Two capsules of Imodium promptly control diahorrea 
Target Customers 
• Gastroenterologists of Class A hospital and all doctors from the outpatient clinics 
of internal medicine / G.I. 
- Strengthen promotion to retail outlets 
- Try to list in the local reimbursable drug listing 
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Strategies 
1. Sampling to enhance prescribing habit. 
2. New promotional piece to promote the effectiveness and safety of Imodium. It 
is a drug balancing the electrolyte balance and naturally controlling the 
diahorrea. The new graphic is aimed to impress physician and not to forget the 
product. 
3. Posters, gimmicks, journal advertising, direct mailing to hospitals and doctors. 
4. TVC，print advertising to consumers. 
5. Using promotional rack, educational leaflet and sample display at the retail 
drug outlets. 
6. Market Research to understand the selection of a particular brand of 
antidiahorreal while traveling abroad, through which channel the brand name 
are promoted and being aware of. 
7. Public education through newspaper and magazine and let's the consumer 
understand the treatment of traveling diahorrea. 
8. Promotion through advertisement in air ticket and train time table. 丨 
Decision Making Process 
• Because of the new set-up of the marketing organization in China ’the lack of 
manpower at the time of launching Imodium OTC and no consumer advertising 
for pharmaceutical product at the time , the marketing decision made for Imodium 
OTC was with the thinking that the consumer was sensitive to any kind of 
promotional activities to gain their awareness in order to push them requesting the | 
drug from hospital. 
i I 
• It was a rational decision and was rather decisive since J&J (US) prepared to ： 
invest aggressively into the China market. 
• It was a rather individualistic decision and relatively no risk • 
• No market research was performed at the time of launch to define the product 
positioning, pricing, advertising, promotion, distribution，packaging and brand 




Date: Monday , February 22 1995 
Venue: Shanghai, China 
Present: Mr. K Y Ip, Marketing Director, 
Johnson & Johnson (Shanghai) Ltd.- Band-aid 
Mr. Herman Chan, China International Trust & Investment 
Corp. HK (Holdings) Ltd. 
Background Information 
Bandaid - \ 
I 
• A well established international brand, first known in China since J&J JV was 
founded back five years ago. Therefore Bandaid's Chinese Name is penetrates into 
the mind of consumer. 
• The marketing team of J&J Shanghai (JJS) was established in mid-1994 by the [ 
marketing team from Hong Kong. The MD is Mr. David Chan & the marketing 
Director is Mr. K Y Yip. They both come from J&J (HK) Medical Division. i 
M r . K Y Y i p -
• He is a civil engineer graduated from the Imperial College, University of London 
UK. Upon his return to HK, he joined the pharmaceutical division of J&J (HK)-
Janssen Pharmaceuticals as a medical sales representative promoting 
pharmaceutical products to hospitals. He has the reputation of pioneering new 
market and he has won many awards as the Best Sales of the Year. Later on，he 
was transferred to the Medical Division of J&J and worked his way up to the last 
position: Sales & Marketing Manager of the Division. During his years in HK, he 
has launched many new products liked the One-Touch Diabetic self-testing kit, the 
disposal contact lens : Accuve and many other medical instruments . Mr. David 
Chan has been his direct or indirect boss since he joined the Medical Division. 
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J & J Shanghai, China Market -
• China is a huge and complex city. What applies in the West does not necessary 
apply to marketing in China. Geographically, the company operates in 25 citks 
hiring local sales people, merchandisers as well as some temporarily worker. The 
marketing team was established in mid 1994. Reporting to the Marketing Director, 
there are five local managers taking care o f : Media, Export, Marketing Support, 
New Product Development and Product Management.. Together with the 
Marketing Director, there are Financial Director, Production Manager and 
Logistic Manager. They report to the Managing Director. 
• The key success factors for Bandaid in China are : 
1. Hospital Reimbursement System allow the penetration of Bandaid to 
consumer through the hospital reimbursement system i.e. the patient can 
request Bandaid free of charge from hospital. 
2. The company only operate and invest in areas where account receivable is not 
a problem. 
3. Sales are made directly with the key government operated distributors who 
will sub-distribute to other smaller private owned or distributors. They will 
sell and distribute the products to hospitals, drug stores and supermarkets. 
4. The brand Bandaid was the first JV-plaster in China and well perceived by the 
�� consumers. 令 







• Since Bandaid is an on-going，well established international brand，J&J Shanghai 
did not receive any positioning statement or fact book from headoffice for its 
introduction in China. Two market researches were performed 1) Users' Attitude ( 
UA Test) and 2) Product Concept Test. They are used to review the users' attitude 
towards existing and competitive products and the product preference, attitude on 
usage, brand perception through advertising or its features and benefits. The tests 
were carried out in Shanghai and Chai Nan for both Brandaid and the new product 
in development. One thousand five hundred households were interviewed. 
• Target Segmentation is again through the market research uncovering the local 
response towards a particular brand of product. The objective is that every 
household to carry a carton at home. The research revealed that the one Child 
Family in China making the kid the little King of the family. Design with cartoon 
on the outerpack will be attractive and price of $3-4/pcs will not be a problem. 
The cartoon design can become a fashion making the bandaid for adult use as 
well. 
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• The choice of agency is based upon its : background, track record, clientele list, 
type of customers, staffing quality, facilities available and market connection. 
Upon briefing of the research objectives, pricing and product concept by the 
marketing director, the selection of agency is then based upon the quality of the 
proposed plan and the cost to be charged. Right now in China, is a lack of good 
agency or good local agency. In most cases, KY chose the international agency 
with Hong Kong and local offices operating in China. 
• The content of the briefing, is a joined decision made by all department, i.e. A 
cross function involvement : Sales, Marketing, General Manager, Production, 
Quality Assurance and Distribution. When a major decision is made, it is usually 
through consensus and not top down approach. Before the agency briefing, the 
marketing department obtained of preliminary data such as daily customers' 
feedback, trade promotion and pricing impact from the sales department before the 
content of the briefing is constructed. 
• The last market research was carried out for the development of Hospital Tape- , 
Bandaid, the UA Test has confirmed the weaknesses of all the local made products 
and further substantiate the Product C o n c e p t � f “ “ Bandaid does not cause 
irritation, easy to peel and yet strong enough to hold 
• The research found $ 2.5/pcs is the recommended price for Bandaid. Right now 







• Since J&J Shanghai is a Joint Venture, they have to choose national price as the I 
base and have to price 30-40% above the market price . The JV partner does not : 
have any influence on its marketing decision making process. 
• The governing factors of pricing are customer affortability, rules set by the 
government (18% distributors' margin, 15% for retailer ) and the profitability 
objectives of the company. Field force does feedback on competitors' pricing 
activities which will affect the discount level ex-factory to the distributors. 





• Distribution is planned against market potential and its market's affortability. The 
key issue is account receivable. Distribution is directly controlled and managed by 
the Sales department. All the bandaid's product 祉e sold through the major 
distributors. They will then distribute to all the hospitals, drug stores and 
supermarkets. It is the case for an on-going product. 
• For product roll-out, the distribution will be slightly different. It is normally done 
city by city i.e. Distribution by phases to the key targeted cities. 
• As for large distributor, the annual sales commitment and support required needed 
to be negotiated with the MD in order to get the necessary financial support. It is 
a jointed decision between the sales and marketing. 
Advertising & Promotion 
• It is a joint decision between the sales and marketing department. Since A&P is 
the largest part of the P&L statement, MD's approval is required. Its percentage to 
sales is around 20% which is less than the consumer division of J&J China. 
I 
• The advertising briefing is done by the marketing director，then the storyboard is 
proposed by the advertising agency . 
• Resources allocation to each district is based on the sales potential, whether the 
promotion is in a defensive or aggressive mode, the competitive environment. 
Again it is a joint decision. 
• The media selection process is based upon the objective : Launch or defensive 
mode, the availability and pricing. There are a wide choice of magazine, TV 
channels but they are too numerous ’ expensive and often without control or even 
hard to depend on outsiders to monitor the media effectiveness. Therefore, the 
media mix : TV for short nationwide exposure and magazine for sustain effect. 
The monitoring and tracking is then performed and cross checked by the sales 
representative of each region. Other decision is based on the GRP (Gross Rating 
Point) provided and recommended by the agency. 
as 
Packaging 
• It is a joined decisipn by marketing and production department. J&J Shanghai did 
not use the traditional Bandaid packaging design, modification has been made. 
Markekting department briefed the Agency on the desired image and positioning 
of the product. They will then carry out survey. There is no influence by 
headoffice since they have followed tteough the basic standard and guideline that 
are laid down. The outer pack is required to register in China as well. 
If for promotional purpose, e.g. double pack, local pack, the decision is made by 
both sales and marketing department. 
Brand Name 
• Basically, it is a direct sound translation from its English name. No survey has 
been carried out for the brand name.For the line extension of Bandaid product， 




Venue: Shanghai China 
Person interviewed: Marshell Meng 
Company: Johnson & Johnson Shanghai Ltd. 
Position: Marketing executive 
Background information 
• Marshell is a local Chinese at the age of forty with academic marketing 
background. He joined J&J Shanghai half year ago. Before that, he was a 
professor teaching marketing in China Textile College, 
• Marshell's responsibilities includes APP brand, which was launched one year a p , 
new product development and marketing support. He reports to marketing 
director directly. 
I 
Decision Making Process 
Positioning 
• Brand positioning was initiated and finalized by the marketing director without I 
discussion with his subordinates. Therefore，Marshell did not have experience on 
making any brand positioning statement. 
Advertising 
• Advertising development started with advertising brief. The brief was written by 
the marketing director. Advertising agency developed the storyboard according to 
the brief and presented to the marketing team. In the discussion session, the input 
from marketing executives were invited. 
• Marshell believed he had contribution to the advertising strategy because he 
recommended to put more emphasis on the print advertising for APP and the 
proposal was accepted by the marketing manager. This proposal was based on 
his judgment about one of the key issues the brand encountered - consumers were 
unfamiliar with the product name because it was very different from its generic 
name. Therefore, it was necessary to do more educational work. Marshell 




• Media budget allocation was determined by the marketing director. Marshell had 
little involvement in setting the budget. Advertising agency proposed the media 
plan based on the allocated budget. Discussion of the plan involved all the 
marketing team. Marshell believed he had great input on the choice of TV 
channels. 
Promotion 
• The promotion budget was set by the marketing director. Trade promotion was a 
joint effort of marketing and sales department. Marshell had little to do with this 
issue at this stage. Consumer promotion was not frequently conducted. In his 
experience, one joint promotion with magazine company in Shanghai was done to 
help establishing brand awareness. The promotion decision was also done by the 
marketing director. 
Pricing 
• Up to now, he did not have any involvement in pricing decision. 
Distribution 
• It was mainly a sales job. 
Packaging 
• He has little to do with packaging issue at this stage. 
Other comments 
• Marshell just moved from academic institution to business world. The major 
difference between the reality and theories he perceived was the difficulty of 
coordinating between the functions/departments. Everyone had his own interest 
and the process of negotiation and persuasion was very energy and time 
consuming. 
• His comments on local advertising agency was that they were good at media buy 
because of their good relationship with the TV stations but poor at creative work. 
Also he believed that the western management style which emphasis on formal 
power of position will not work in China because the culture still very much 
emphasizes the "good relationship". 





Date : March 13 1995, Shanghai, China 
Present: Ms Angela Chen, Assistant Product Manager 
Unilever (Shanghai) Ltd. 
Mr. Tim Chen, Duracraft (HK, Taiwan & China) 
Background Information 
• She studied Library Scknce in the university before she joined Unilever two years 
ago as a secretary, she has now been promoted to assistant product manager. 
• She mentioned that the Lux Brand of Personal Wash Product includes shower gel 
and soap. Lux's personal product is the Lux Shampoo which is currently under her 
responsibility. 
• She reports to the marketing manager who reports to this general manager, then 
the Taiwanese regional manager. 
Marketing Decision Making Process 
Positioning 
• The positioning for Lux Shampoo is fixed before her times i.e. Using the Global 
Superstar Image. 
• For the launch of a new product, they will conduct a consumer usage test through 
SRG i.e. their usage habit, the competitive preference and to obtain what are the 
attributes that give the ideal shampoo. 
• As the formula of the Shampoo is soured from headquarters, they are not able to 
change the formulae for the local adaptation. Yet, the headoffice will provide them 
with product information such as the product attributes which sometimes is used 
and modified locally to adapt to the local consumer appeals. 




Date: February 1995 
Venue: Conference Room, CITIC HK Office 
Present: Ms Christine Huang : Product Manager- Unilever China Ltd. 
Mr. Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. 
Background Information 
• Christine is a Shanghaiese brought up and educated in the Fotan University major 
in marketing and became the first batch of local recruit by MNC. Her book 
knowledge are mostly US based . 
• She joined Unilever for 2,5 years since graduation 
Decision Making Process 
Positioning 
• Received positioning statement of Lux Soap from headoffice via the marketing 
manager • She followed the guideline as instructed by her boss as she was a 
trainee. 
• Lux Brand is Star endorsed with starlight glamorous image, 
• Since Lux is the first JV brand in Shanghai, no matter who would be the star on 
the TVC, the China consumer likes it anyway. It was the decision made by the 
marketing manager whom received the required market information from 
Christine. 
• At the time of launch, Christine's boss from Hong Kong and did not know too 
much about the consumer market in China. He turned to Christine for information. 
• Her understanding on the consumer preference towards the product is minimum. 
All she knows is the consumer behavior, habit, lifestyle and some market research 
experience gained in University. 
. F o r this particular project, the required information is gathered from the office by 
chatting with colleagues, internal survey done with her friends and classmates. 
Then a report was filed to her boss for making the decision. 
• No market survey or discussion with the sales department when the positioning 
statement was formed since the marketing department was so new then. 
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• For the launch of Lux Shampoo，they have carried out much more market 
research on the consumer preference and the product concept. 
> 
• Choice of agency is limited , they only use SRG since they find the quality of 
research agency is not so great. 
• She suspects the product manager do the product briefing. Normally the marketing 
manager discusses the research objectives to the product manager and let him to 
do the approved research brief to the agency. 
• For more important project, the involvement may go up to the Marketing Director 
of Unilever Shanghai and the General Manager . Christine has never been 
involved in such level. 
• Sales seldom involved in deciding the positioning statement. 
Advertising & Promotion 
• For the launch of Liquid Bath in early 1993, Christine was in-charge of the whole 
roll-out plan. She has only been with the company for 6 months and her boss 
taught her all along €ven though he would like her to be independent and making 
her own decision. The same TVC used in Hong Kong was used in China since 
they don't have any prior experience. 
• The position image of Liquid Bath was built by international star advertising. 
They did not use local talent in the TVC since the consumer accepted the H.K. star 
better than the local movie star. 
• The market share of Liquid Bath is very low due to consumer washing habit in 
China and the cost of the liquid bath. 
• Shanghai Unilever followed most of the elements in the HK Advertising and 
Promotion Plan for the Liquid Bath, only minor adjustment was made. She 
sometimes consulted the sales people for ideas since they are all local and very 
experienced. 
• There is no choice for advertising agency, JWT is used by all affiliate. 
• The advertising brief was written by Christine, revised 肌d approved by the 
Marketing Manager. As for the roll-out plan, it was proposed by the advertising 
agency, she always had it checked with the sales department for the selection of 
best media of each city. 
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• As for the brand advertising budget, it is recommended by both the marketing 
manager 肌d product manager. It is then approved by the fm肌cial controller and 
the general meager. The initiation of the budget is from both the {Mroduct manager 
and the sales department. 
• They have strong corporation in regional advertising, the talent fee is shared 
among countries and sometimes they used ideas from the successful country. 
• Marketing department decided the promotional programme and the budget after 
the product manager consulted the sales department on the proposed activities. 
• As for the annual budget, it is approved by both the marketing manager and the 
general manager. Upon approval, it will go back to Christine and the marketing 
manager for resources allocation to each particular brand of product. 
• Control of the expenses is done by Christine. 
• Promotional deals to key account is seldom done unless for the relaunch of a 
product in a shop. The initial price level is recommended by the marketing 
department and approved by the marketing director and the general manager. Her 
role in pricing is to collect competitors data and supply them to the finance 
department. The sales department i.e. the regional sales manager might have some 
input. 
• There is a national price across the country. 
• The pricing strategy is supposed to be done by the general manager since it should 
be his responsibility. 
• In response to competitor activity, Unilever never used price cut since the 
consumer perception is poor and it would not help to improve sales in the long 
run. 
• Lever's product is priced premiumly and target at high income/ young lady whom 
willing to pay more 
Distribution 
• Uniliver has over 100 sales offices across the country and each individual city 
negotiates with its own biggest distributor for sole and exclusive distribution right 
of Lux products. They are mostly stated-own but more and more private 
companies in the southern part of China are. 




• Marketing is responsible for making local Chinese label on the pack which is an 
international design. The only decision made is whether to follow the Taiwan or 
the Japanese pack. It is a decision of the marketing manager to ask the product 
manager to conduct survey on the consumer preference. 
• For the relaunch of the shampoo ( since it is a major launch )’ it is necessary for 
the product manager to conduct market research. He works out the research brief 
which needs to be approved by both the marketing manager and the director 
before releasing to the research agent. 
• Costing is also one of the considering factors. 
• As for the promotional size, it is decided by both the sales and marketing 
department. They simply use the same sizes as in Hong Kong. 
Brand Name 
• The name is the same as in Hong Kong which also sounds the same as in Taiwan 
but writes differently. 
• For new brand ’ they use advertising agency to create a list of nice name for 
selection. Then a small scale research will be committed. The final decision is 
mostly done by all parties concerned since the senior manager are not local 
Shanghainese Christine has never been involved in such level. 
• Sales seldom involved in deciding the positioning statement. 
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Interview Report 
Venue: Shanghai, China 
Person interviewed: Vincent Huang 
Company: Lever Brother Shanghai (subsidiary of Unikver China) 
Position: Marketing manager , fabric wash Brands in charge of: 
OMO concentrated powder and OMO conventional 
powder 
Background information 
• Vincent is a 37-year-old men with nine and half year experience in marketing. 
He joined Unilever Taiwan right after he gained his Master degree in Taiwan Sun 
Yi Shan University, business school. He started his career as a product assistant in 
fabric wash team, then was promoted to product manager, product group manager 
and then marketing manager. He was transferred to Shanghai one and half years 
ago as marketing manager, reporting directly to the company general manager. 
Before transferring to Shanghai, Vincent had worked in Unilever Australia for 
four months. 
• Vincent is in charge of the marketing department. There are three sectors in this 
department, marketing, marketing service and sales operation with eight people as 
total. 
Decision making process 
Positioning 
• Comprehensive research was carried out before the brand positioning was 
finalized U&A study was used to identify the consumer needs and the problem 
they faced in the fabric washing process. It was found that the attribute which 
consumer desired most but were not satisfied is the cleaning efficiency� 
Therefore, the effort was placed on this dimension in terns of communication and 
product functionality. 
• After the positioning statement was written, a series of focus group discussion 
were implemented to check the positioning. Based on all the research findings, 
OMO was, therefore, positioned as top performance, effective in stain removal. 
• Product manager initiated the positioning and agreed by Vincent, the marketing 
manager Vincent had full responsibility of proposing the brand positioning to the 
regional management. After being approved by the regional management, the 
brand positioning statement was finalized. 
J. 
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Product formulation development 
• U&A study was still an important source of information to understand how 
consumer did their fabric wash routine and how the products were used. Also, 
local and headquarters R&D people devoted themselves to understanding the 
feature of stains consumers usually had and the type of water they used to do the 
job. 
• Competitor analysis was done to help understand the cleaning power of existing 
products consumers experienced and to define the necessary level of cleaning 
efficiency for a new product to demonstrate a visible difference. Also, 
international experience of the level of cleaning power for different countries in 
terms of economic development and the water feature was another important 
source of information for the decision of formulation. 
• R&D recommended the candidates for consumer in-use test. The final decision 
was jointly made by regional management, local marketing team and headquarters 
R&D based on the in-use test results. 
Pricing decision 
• Because the company objective in this market was to have the penetration, the key 
parameter of setting price was how much consumers could afford. In other 
words, how much consumers could afford to buy a superior performance product. 
The margin issue was not taken as serious as that in other advanced countries. 
• Sales only had the influence at the trade level of pricing - the margin trade would 
like to have The role of financial department at this point was providing cost 
information. Regional management did not directly involve in the decision but 
they had indirect influence through the profit target they set to the company. 
• There were little research conducted for price setting. The judgment was based 
on the understanding of prices of competitors and the consumer income level . 
Price increases had been made due to the inflation. There were no problem in 
communicating the price increases to sales department because it was the general 
practice in China due to its high inflation rate. 
• All-in-all, local marketing team, the marketing manager specifically, had full 




• Once the positioning was determined, the product manager proposed the 
advertising brief and then approved by marketing manager. Story boards were 
developed by local advertising agency. However, the storyboards proposed by 
them were not satisfied, and then the creative team in Taiwan was invited to do the 
job. Consumer focus groups were conducted to correct the communication. 
Regional management were invited to give the input. Final decision were made 
by the marketing manager. 
• As for the advertising budget, the proposal was initiated by product manager, 
agreed by marketing manager and approved by the regional management, 
including Greater China chairmen. 
Media 
• Media strategy was formulated based on the local consumer practice and the 
Unilever international knowledge about media effectiveness. Marketing manager 
had the full responsibility of media budget allocation and the media strategy. 
• It was believed that the international media principle could be applied across the 
border but the media buying practice varied from countries to countries. China 
has over a hundred TV stations (only two in Hon King and three in Taiwan), and 
therefore the media negotiation were much more sophisticated than other Chinese 
countries. Little international help was given to this issue. 
. A l s o little researches were conducted to understand the media effectiveness. 
Judgment and international experience were applied to the decision of using 
media. 
• Furthermore, this was purely marketing decision without consultation with sales 
department. 
Packaging 
• There were two aspects of packaging: functionality and des ip . In terms of 
toctionality, local situation, e.g. level of technology available, transportation 
fnv ronment usage habit and quality of suppliers, dictated the d e c i 二 
Packaging experts in technical department together with marketing team made the 
decision. 
• As for the design aspect，headquarters gave the key principles and local marketing 
f e a f d i d the r fecJary revision to suit local needs. Some consumer re^arches 
were conducted to ensure the design communicated the brand proposition, 
personality and could stand out on shelf. 
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Brand name 
• The English brand name was determined by regional management and the Chinese 
brand name was decided by local marketing manager. As in the case of OMO 
conventional powder, which was recently launched, the subname of "hand wash 
washing powder" was proposed by the product manager based on the study of 
consumer usage and habit of fabric wash and approved by marketing manager. 
Distribution 
• Marketing set the distribution strategy and objectives. Marketing team worked 
closely with sales to formulate distribution plan including incentive scheme and 
then sales implemented the plan. Local marketing and sales team were fully 
responsible for the distribution issues. All the processes were initiated by product 
manager and approved by marketing manager. 
Promotion 
• To achieve the target set by the regional management, marketing manager had the 
full responsibility to effectively utilize the resources. The key considerations 
employed in the budget allocation are 1) brand development stage - awareness 
building or reminding stage. 2) competition . Once the promotion budget w二 
set which was decided by marketing manager, the product manager would 
proposed yearly promotional plan. The plan was thoroughly discussed with sales 
to ensure the feasibility and to get sales commitment. 
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Interview Report 
Date: Sunday , December 18, 1994 
Venue: Taipei, Taiwan 
Present: Ms Carol Marketing Manager, Hair Care Division, 
Mavibel Taiwan Ltd - a Company of Lever Brothers 
Mrs. Amy Chen - Marketing Director, 
Mavibel Taiwan Ltd.- a Company of Unilever Brother 
Mr. Loong-Kun Li - Chairman, 
Mavibel Taiwan Ltd.- a Company of Lever Brothers 
Mr. Tim Chen, Duracraft (HK, Taiwan & China) 
Mr. Herman Chan, 
China International Trust & Investment Corp. HK (Holdings) 
Ltd. 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. ( H K ) 
Lux Stylish Shampoo -Unilever 
Background 
• Unilever is a British /Dutch Company with very low Corporate Profile due to 
political reason. Yet, it has strong brand liked Lipton, Lux and also recognized as 
the leader in detergent market 
• The UK office is a service centre with PPC: Personal Care Consultant working in 
three areas-Hair Care, Skin Care and R & D. In Thailand a Regional Support 
Centre ( R.S.C.) is set up to assist the development of concept liked the Greater 
China Concept. Regional conferences are organized to develop the concept for use 
in Hong Kong and China. Taiwan is being the main driving force ’ often Japanese 
colleague are join in the meeting for experience sharing. 
• The local organization is rather simple. The Marketing Director, Trade and Sales 
Directors report directly to the Chairman. The Trade director is acted as a 
coordinator to bridge sales and marketing ,also working at the major chain 
accounts liked the Welcome and Watsons (right now, the chain stores took over 
30% of total sales). Regular meeting between the sales and marketing department 
is organised once a week.. 
• The marketing manager reports to the marketing director also visits the field o n ^ 
. occasional basis. The Marketing Manager considers herself as well as the 
company is market sensitive. 
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• Carol, the Marketing Manager for Hair Care worked for the company since 1989 
as a product manager for the hair care product. Before that, she worked in the 
Advertising field. Her boss, Amy, has been with the company since 1986，also 
starts as product manager. Before joining Unilever, she worked in the field of 
i market research. Amy graduated from the National University of Taiwan as a 
！ social scientist and done a year further study in UCLA, USA. Both Amy and 
I Carol have spoken with a very strong American ascent's English which is fluent 
when have it compared with Rex. He sounded very Taiwanese and the thinking 
process would well be translated from the thought of his mother tongue to English 
• Amy has three bosses during her years with Unilever. Two are German and the 
present one is a Hong Kong born Chinese national. The first boss that she had is 
not so directive and straight forward as the second one whom had a longer 
working relationship with them until last year when he retired. The current 
chairman, Mr. Li has worked for Unilever China ( Shanghai ) for 4 years before 
transferring to the current position . He is a Shanghaiese, born in Hong Kong with 
a science degree from the University of Hong Kong in 1976 . Later he has done a 
two year full-time MBA with the Chinese University of Hong Kong majoring in 
the financial investment in China. He speaks a mixture of Cantonese, English and 
little Mandarin during our dinner conversation. Before he worked for Bank of 
America, he obtained his Ph.D. in France -Finance . He speaks like a person come 
from Hong Kong, very objective orientated , logical and see English is an 
language giving him more confidence to express logically ：：. 
• When discussed with Mr. Li on marketing of consumer product in Shanghai and 
Taiwan, he personally did not see too much "cultural" differences，minor 
difference could be the result of different phases of development 
• The corporate Lux image is ” Glamorous Look "always identified with big 
SuperStars from USA. 
• Japan has launched Lux Shampoo before Taiwan with a very successful 
introduction. 
• P & G is the market leader in Hair Care product and Unilever follows as a distant 
second. P & G made the first entry into the Taiwan Hair Care products in 1982 
and started up the premium shampoo market by pricing NT 120 per bottle of the 
trial pack. It has a price premium over the local products. 
• The " 2 in 1 “ concept was also introduced by P & G in December 1987. 
• Unilever acts aggressively and focused on P & G,s activities. Carol agreed that P 
& G is innovative with good products liked the Pentane. 
• P & G promotes their hair products mostly for functional use whereas Lux as the 
more superficial - “ Glamorous look 
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• Unilever first launch their shampoo in 1989 when the Taiwan's economy was very 
good. They used the Japanese Approach and used US superstar to shape the 
Corporate Image of Lux in Taiwan. At that time, the price elasticity was low. 
• In 1992, through market research, they found out that the customers were mostly 
aged between 20-35, the mature, modern and dynamic one. A star search was then 
commissioned. Ms Lam C H was found to be the best choice despite her hair was 
yellowish and short. Unilever could not get her due to the high cost and she had 
other commitment at the time. Ms Maggie Cheung was then chosen. She was the 
rising star even at that time she has not received any big award yet ( before the 
Golden Horse Award ). Since then, Maggie's long dark hair and her rising image 
serves the company well. Modification on voice is made in the TVC for its use in 
other country liked Hong Kong and China. The “ Glamorous image “ is what the 
customer wanted and Lux 's image is gradually shifted to modem cosmetics where 
price is not an issue. 
Decision Making Process 
• Feedback is mostly initiated and formulated as proposal from the Marketing 
Manager to the Marketing Director and then to the Board. Decision is normally 
made in a very speedy manner. Carol considers the rate-limiting step for decision 
making actually rest on her shoulders and decision is made as a group 
• Decision is based on fact and not gut-feeling, mostly with support from market 
research 
• When confronted with competition, the counteraction is based upon three things: 
-Sales analysis of key accounts 
-Feedback from trade marketing i.e. Own market intelligence 
-own experience ( experience curve ) 
• Group decision is normally made as justification is needed before making 
investment. 
• A ” SWAP" programme is organised to train their potential staff to get 
acquaintance with different functions in the company. Carol has worked in the 
sales department before as well as in the trade division for a period of normally 6-
12 months. Some of the more potential staff, the company will send them out for 
regional conference and international meeting. Amy is one of the chosen one. 
• The local organization has flill autonomy and is very much market orientated. 
• They consider themselves very much customer orientated 
Questions raised to understand the decision making process 
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Pricing 
• When there is price war, the reaction comes from both the sales and marketing 
departments. Yet the bottom line is still not to compete. Actually P & G did go 
into price war temporarily and Unilever normally goes along also for a short 
while. In actual fact, there is not much price war going on. 
• Regarding setting the price when they launched Stylish Shampoo, they price it 
against P&G's product as it is their positioning 
Timing 
• For a new product, it is a calculative move as premarketing, market research and 
all those needed to be done before a product introduction . It normally takes 6 
months. It is also theoretically depended upon the competitive activities. If there is 
a regional launch liked the Organsis, the company would like all country to launch 
the product as well. Yet the final decision is still rest upon the local country. 
Justification from market research is needed should the country consider not to 
launch the product. Full autonomy is given 
Packaging 
• It is an important issue and also needs market research unless for only minor 
changes. 
• Unilever normally introduces two put-ups, one is the trial pack and the other is the 
pump size which offers more value for money. From the market research, they 
found that customers like to try different brands of shampoo. They normally have 
a range of 3-4 brands of shampoo kept in the bathroom for use in rotation. 
• It is therefore important to introduce a trial size to get the consumer to have a go 
and hopefully get into their range of 3-4 shampoo. 
• Would Unilever do sampling to introduce more trial ？ Actually P & G have done a 
lots of sampling. It costed a lot of money and Unilever do not do it for economical 
reason and there was no breakthrough in terms of quality when they have it 
compared with P & G,s products. They found out that customers like to try and 
have low product loyalty and keep a brand of shampoo only for a short time. The 
trial ship encourages the consumers to have usage experience and through 
advertising to reinforce the message advertising. 
• Advertising is produced based on ” Product Positioning “ and ” Consumers' Need" 
1 • The advertisement is initially adopted from Philippines. 
101 
2. Later on, the advertisement is developed through the followings steps: 
FGD Focus Group to find out the concept and product 
attributes 
ITVC In-depth interview with story boards 
Preview Finished with qualitative information and see into its 
impact to the consumers 
how the message perceived by the customers 
how the brand link with its image 
Normally at this stage, the adv. is 90% O.K. 
Post-tracking After the official launch and keeping track on the 
customers' behaviour 
Distribution 
• It also means stock return problem if it is not well managed. Distribution is a 
Board Decision when there is high old stock level left in the market shelves, they 
might let the stock to digest first before a product launch or relaunch. 
• Right now, the chain stores liked Watsons and Wellcome took about 30% of the 
market share and their share is on the rise which will strongly affect their 
marketing strategy as those chainstores have more buyer' power. 
Interview Report 
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Date: Sunday，December 18,1994 
Venue: Taipei, Taiwan 
Present: Mr. Mike Hsu- Marketing Manager-Health Care and OTC 
Division, Johnson & Johnson Ltd. (16:45 p.m.) 
Mr. Tim Chen, Duracraft (HK, Taiwan & China) 
Mr. Herman Chan, China International Trust & Investment 
Corp. HK (Holdings ) Ltd. 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. (HK ) 
Reach Toothbrush ( J&J ) 
Background 
• US 's influence is low as they are only interested in merger & acquisition. 
• As informed by the ex-market researcher (Mrs. Amy Chen), J & J was one of the 
most market research-orientated company. 
• Mike has a total of 7 years marketing experience. He has been rotated to expose 
with different brand. In 1988, he started off from Oral Care, later to Hair Care， 
then Marketing Development and in the beginning of 1994 to Health Care and 
OTC division. 
• The oral toothbrush market has an annual growth rate of less than 4%, Mike has 
reiterated this fact a few times. 
• The organization is headed by the Managing Director with Board Members 
coming from the Department of Production, Human Resources, Marketing, Sales, 
Quality Control and Finance. There are team work between the sales and 
marketing departments since ideas are only accepted on a mutually agreed basis. 
• Mike sees the company as a market driven company and this is the key strategy to 
achieve corporate goals in either the worldwide, regional or at the country level. 
• The Taiwan marketing operation is formed with focus on three different Brand 





Health Care，OTC & Sanitary Care 
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• The three Marketing Managers of each brand group report to the Marketing 
Director. There are senior product manager, product managers，assistant product 
manager and even marketing trainee within the marketing team . 
• The rationale of having Brand Group is to give more focus and remains 
professional to customers to this niche market. Professional Marketing Division 
will help to sustain and prolong the product growth. There are 2 professional 
specialists with routine contact to doctors and dentists as to constantly uncover the 
customers' need. 
• There is also a Market Development Department with function of managing 
channel. It is a key area to project the Corporate Image to the key buyers. 
Supporting this department, there are three Business Managers tailor making 
strategies & marketing activities for the key channels e.g. chain stores. 
• J & J conducted a lot of consumer research and retails audit to monitor the 
territorial change and future trend of consumer behaviour 
• Experience is also exchanged from countries like Australia. They have a •，Soft 
Penagram" used to formulate spacement management. The programme is adopted 
in Taiwan for channel management and proven to be very useful as a service to the 
chief buyer. 
• Annual Franchise Meeting is organised on a worldwide and regional basis. The 
regional franchise team of different brand group is headed by different country. 
For instance, HK has taken up the Oral Care, Australia is the baby products， 
Taiwan is sanitary products. The meeting is used to update on the latest 
development in different countries, R&D，direction to the brand people on the 
corporate goals. They strongly believe in decentralization to the local country and 
will not force the country to launch any product if found to be not suitable. 
• There are also Global Strategy as to incorporate Global Image. It is the case of 
unifying the packaging : Alpha Bottle. It is the strategy that have to be adopted no 
matter it is sooner or latter. 
Decision Making Process 
• The corporate at the worldwide, regional and country MD levels have formulated 
priority on the brand groups. The local management team has full authority to 
work on the target. 
• As the Corporate Image of J & J is " Mild & Gentle "’ it is the brand personality 
that every country has to adopt. Other than that, the local country could develop its 
own market plan to fit the needs of the local customers. 
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• The toothbrush market in US is very much different from the Taiwan market, as 
the latter one is underdeveloped . Focus group is used to discover the consumers, 
need i.e. General feeling for cleaningness and unlike the US preference for 
functional advantages. 
• As for competitive move, market research is used to find out their psychology, 
value system of the customers and timing process of the competitor activities. 
There are no fixed time to review the competitive environment, but rather, it is 
done on a regular and continuous basis. 
• Also from the market research ( Focus Group )，the winning concept is found out 
to be “ Oral Care Consciousness" 
Questions raised to understand the decision making process 
Positioning 
• As Reach is a Mega Brand, there are regional research centre to develop the “ 
Reach C o n c e p t T h e concept is initiated by Hong Kong and Taiwan. 
• Within the brand group, they have the 10 years Strategy Plan to constantly 
updating the franchise development. 
• As to differentiate Reach from Oral B, Colgate and to avoid confusion to the 
customers, there is no professional endorsement used in the TVC. Instead，Reach 
used the ” Family association “ of total general cleaningness feeling 
Advertising 
• TV programme is stationed only once or twice a year. 
• Support by professional editorials, media print advertisement and professional 
selling. 
• Sampling to dentists with supply of pamphlets 
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Market Share 
• In the past, the market is dominated by local generic brand liked the 丨’ Golden 
Lion 
• The market share of Golden Lion has dropped from 28% from the beginning of 
the year to 23% in November. 
• Basically the market share of the cheap brands ( priced below 30 NT ) has been 
eroded by the premium brands ( > 41 NT ). The segment of the premium brands 
are growing rather fast, yet the overall market growth rate remains quite stable. 
• The segment of the median priced product (between 31 -40 NT) is rather stable. 
• The premium and premium/premium brands are mostly used by people living in 
the metropolitan areas since they belong to the income group of more affordable. 
Marketing Strategy 
• Basically it is a no rush educational strategy 
Pricing 
• Loyal customer yet also price sensitive to promotion. 
• Temporal price cut to compete with Colgate and Oral B. 
• Price adjustment is a local decision 
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Interview Report 
Date: Sunday，December 18，1994 
Venue: Taipei, Taiwan 
Present: Mr. Rex Chen- Marketing Planning Manager-OTC, 
Janssen Pharmaceutica, a J & J Company (10:30 a.m.) 
Mr. Tim Chen, Duracraft (HK, Taiwan & China) 
Mr. Herman Chan, China International Trust & Investment Coip. HK 
Holdings) Ltd. 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. ( H K ) 
Background Information 
• An international product/brand, launched with different names as an OTC anti-
diahorreal drug in countries like USA, UK, China and Hong Kong etc. 
• Numerous market researches has been conducted since 1992, the product will 
…off ic ia l ly launched as an OTC product ( the product: both the tabkt and solution 
was available to patient through doctor for a long time in Taiwan ) in January 
1995 after it has obtained delisting from the Ministry of Health，Taiwan. 
• Janssen Pharmaceutica, is a research based pharmaceutical company based in 
Beligum, wholly owned by Johnson & Johnson. The strategic direction of the 
corporate is to develop potential matured pharmaceutical products into an OTC 
product. 
• From Corporate to country level，the structure is built on functional role . They 
believe the company is market-orientated with product management specialised in 
a specific category of business. Sales and marketing team work closely together as 
he described. 
• Right now，the success of ethical OTC products included 
Retin-A A cream for photo-aging skin and acne 
Vermox A tablet for stomach worms 
Neoral Shampoo A medicated antidandruff shampoo 
• OTC product international code of ethics : IMPMA (International Federation of 
Pharmaceutical Manufacturers Association) on advertising. 
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Decision Making Process 
• Headoffice provides basic information like the global positioning statement in 
their fact sheet and details on the product attributes. Based upon the corporate 
information, the local company carries out a no. of market research to fill the gap 
which the management suspected is unclear or not known, so as to visualize the 
calculated risk from the known piece of information. 
• He believes the Corporate Model exerted not too much influence on the final 
decision making process, the majority is still very much depends on the research 
findings as well as the ultimate management experience ( 30% vs 70% )_ Gut 
Feeling. 
• They do use Gut Feeling to make decision on should they launch/ not launch the 
product, timing of the launch, brand name and pricing. 
• Developing concepts through Focus Groups and have them selected the important 
product attributes that could be used e.g. Efficacy, Safety, Medical Endorsement 
• There is no regional office. 
• Marketing strategies are formulated based upon product positioning . 
Questions that raised to understand the process 
Positioning 
• How you differentiate Imodium from the traditional herbal medicine ？As the 
brand switching is low and patient mostly making their own decision when they 
need antidiahorreal. They are so used to the drug and those are the drug that he 
grows up with. 
• What can one do to find the niche for Imodium ？ A professional product. 
Advertising 
• It will be full blast TV campaign- Choice of talent, M/F- Male，its age group-
young professional, likely focus city- Taipei. 
• Through market research, the advertisement will have certain element showing the 
product is professionally endorsed. 
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Brand Name 
• Through the set of criteria briefed by the company ( group decision-in house 
survey )，the advertising agency come out a list of name for use in consumer 
survey. The reason to choose the brand name is easy to pronounce and easy to 
remember as well as favoured by the general manager. 
• The Chinese brand name means : Diahorrea stops almost at once and stops easily 
While we use the Chinese name used in Hong Kong to contrast and try to find out 
why their name is so different from HK as they like to use the brand name to 
relate the drug for the treatment of diahorrea. 
Packaging 
• Choice of packaging is on perceived value :Have chosen the US design and the 
two designs that are developed by the advertising agency. Basically the market 
research showed the audience like the US design. It projects quality. 
• Actually, he gave me an impression that not too much time is spent on package 
development 
Pricing 
• Price sensitivity of an 0-T-C westernized drug is to be used for diahorrea. 
Through the consumer survey, they develop the price ceiling of the drug. The 
Corporate objective is to gain profit and not necessary for market penetration . 
Therefore Imodium is priced premium and at the top of the ceiling. 
• Market Research data does not influence too much on the pricing. Other factors 
include the sales target and etc 
Competition 
• How Janssen reacts to competitor like Serogen and Po Chai Pill ？ Again，it 
depends on the positioning strategy. Differentiate from traditional medicine as it is 
more effective. 
Distribution 
• Stock return is not a problem. It is a practice in the industry to accept return goods 
before it expires. The general stock return rate is from 4-10%. As the credit term is 




Date: February 28, 1995. 
Venue: Taipei, Taiwan 
Person Interviewed:: James Fong 
Company: Johnson & Johnson Taiwan 
Position: Product Manager 
Brands products in charge: J&J Baby products 
Mr Tim Chen, Duracraft (HK, Taiwan & China) 
Mr Herman Chan, 
China International Trust & Investment Corp. HK Holdings) Ltd. 
Ms Eva Lo, Sandoz Pharmaceuticals Ltd. ( H K ) 
Background Information 
• Jam伪 has been working in Johnson & Johnson for about two years. He started as 
trainee in trade marketing department coordinating the communication between 
marketing and sales. He was transferred to marketing in ch批ge of baby products 
one year ago. James is at the age of 31 and his past experience outside Johnson & 
Johnson was legal assistant in a law firm and the credit assistant manager of 
consumer banking department in Citibank. Also, he gained his MBA degree in 
U.S.A. 
• In Johnson & Johnson，James is at the lowest level in the marketing department. 
There is no assistant under him. He reports to Marketing manager (toiletry 
products - baby, hair and skin). 
Decision Making Process 
Positioning 
• The guideline was given by the J&J international. Local managers could modify 
the positioning according to the local situation. Usually, the positioning would 
checked by consumers through qualitative research. Product manager should 
initiate the process rather than waiting for the direction from the bosses. 
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Advertising 
• After the positioning was finalized, an advertising brief written by product 
manager, agreed by marketing manager and approved by marketing director, was 
submitted to advertising agency to develop advertising concept. There were 
usually several storyboards to be presented to the marketing team. The 
preliminary discussion was held among agency and product manager and 
marketing manager. Once the agreement was reached, the storyboard would be 
presented to marketing director to get approval. 
Pricing 
• Once the target market and positioning was finalized, a pricing proposal needed to 
be submitted by product manager. The key factors taken into consideration are the 
competitiveness against the key competitors and the company guideline of 
minimum margin for the product category. In this process, buyers and financial 
planner were involved to give more accurate cost estimation. In the proposal, it 
was necessary to provide three scenarios with respective two-year profit and loss 
analysis and the possible market share achieved. The proposals, which were 
approved by the marketing manager, were then circulated to the different function 
directors, marketing director, sales director, financial director and chairmen to get 
final "go decision". In the whole process, with the exception of sales director, no 
sales managers were involved. Once the final pricing was set, sales managers 
should follow without discussion. 
Promotion 
• The product manager should initiate the promotion plan. First step was to analyze 
the market situation and competitor activities to find out the promotional 
effectiveness, seasonality and best timing for running promotion. Of course, the 
strategic objective was essential to the consideration. The plan was agreed by the 
marketing manager before consulting the sales managers to understand the 
feasibility and suitability to certain channels. Final approval was made by 
marketing director and sales director based on the budget consideration. 
Packaging 
• It was little room to play with the packaging because it was rigid for international 
packaging design. 
I l l 
Distribution 
• Marketing set the distribution objective, discussed with sales and implement with 
sales. The proposal regarding to distribution was included in the marketing 
proposal for a new product. 
• All-in-all, product manager initiated the proposal regarding all the elements in the 
marketing mix and thorough data, especially financial data were needed to verify 
the thoughts and get the approval. 




Date: February 27,1995. 
Venue: Taipei, Taiwan 
Person interviewed: Tony Tsai 
Company : FUIC - Unilever Taiwan 
Position: Product Category Manager 
Products in charge: Personal wash • toilet soap & shower gel 
Mr Tim Chen, Duracraft (HK，Taiwan & China) 
Mr Herman Chan, 
China International Trust & Investment Corp. HK Holdings ) Ltd. 
Ms Eva Lo，Sandoz Pharmaceuticals Ltd. ( H K ) 
Background Information 
. T o n y is at this late twenties, 29. He has been with the company over five years. 
He started as a management trainee receiving cross function orientation for one 
year. The first job he had in the company was the trade marketing assistant 
coordinating the communication between sales and marketing. One year later， 
company sent him to UK participated a English and business programme for nine 
months He got a job in marketing as assistant product manager - personal wash 
when he was back from London. Then he climbed the ladder very quick to reach 
current position in two year time. 
. T o n y reports directly to the marketing controller/director. There are two Assistant 
brand manager under his supervision. 
Decision Making Process 
Positioning 
• The international brands had very clear positioning guideline It was impossible 
to change the international brand positioning. However, the products/variants 
under the brands were managed flexibly to suit the local market The qualitative 
research in the form of focus group discussion was the normal way to test the 
acceptance of the product positioning and the modification would be done based 
on the results. Because the assistant product managers were less experienced m 
the marketing field, Tony wrote the positioning proposal and discussed with he 




• In Unilever, advertising could be approved only by senior manager - marketing 
controllers/directors. However, the advertising bri^f should be written by the 
manager in charge. 
Distribution 
• Sales implemented the distribution plan according to the distribution policy 
written by the product category manager. After approved by marketing controller, 
Tony discussed the plan with sales and monitor the sales performance to ensure 
the plan were carried out properly. 
• In summary, the above description clearly indicates that Tony is a team worker 
and in his decision making process, getting consensus is very important to him. 
This does not mean he does not have decisiveness. Actually, he as pretty strong 
standing for those he believes are right. But he tries very hard to persuade other 
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